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ABSTRACT  
 
Performing Arts Centers (PACs) require market demand, political will, funding resources and 
strong leadership to survive and thrive. The sustainability of PACs is challenged today due to 
shifting generational priorities and competing entertainment offerings that are often accessible at 
at one’s convenience. PACs with 1,800 seats are especially challenged because of the mixture of 
escalating costs, a large number of seats to fill, high artist fees for artists who can fill those seats, 
and other challenges to management such as space functionality and other limitations. However, 
through my thesis research I have found that with creative approaches, significant resources and 
solid leadership, these PACs can be sustainable and become the future home of tomorrow’s arts 
experiences.  Literature on PACs explores how this can be achieved. A case study complete with 
original research (interviews, focus groups and surveys and archival research) shines light on the 
Trenton War Memorial, a PAC in a unique struggle, as it is the only PAC in the country owned 
and operated by a state government. My thesis research explores the market demand, funding 
climate, political will and managerial capacity for this PAC. As a result of my findings, it 
appears that market demand is there, political will must wait for the next administration, funding 
resources must go beyond state borders and leadership must be solicited and cultivated. It further 
includes a recommended path forward that may prove useful to other PACs, and elements that 
are relevant to the performing arts field as it seeks to meet the demands of tomorrow.  
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INTRODUCTION 
 
The Trenton War Memorial, in Trenton, NJ, is significantly under-resourced and is 
partly in disrepair. The roof has leaks, the outdoor staircase railings are shaky, and some 
seats are broken.  It is currently managed only as a rental facility, owned and operated by 
the State of New Jersey. Yet it remains Trenton, New Jersey’s best treasure for presenting 
the performing arts and civic events. Legendary performances and events have happened at 
the Trenton War Memorial from performances by BB King, John Legend, and Bruce 
Springsteen to the inaugurations of governors and lectures of presidents. The purpose of 
this thesis is to assess, on a preliminary level, the sustainability of the Trenton War 
Memorial and performing arts centers of similar size by examining market demand, 
political will and funding resources. An analysis of current and future needs and demands 
is included, as well as a benchmark study and competition analysis. This analysis will help 
ascertain whether the Trenton War Memorial and performing arts centers of its scale can 
survive today and in the future.   
        My Interest 
In 2013, at the International Society of the Performing Arts Congress, I witnessed 
Karen Brooks-Hopkins, the then President of the Brooklyn Academy of Music (BAM), 
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speak about the role of BAM in transforming Brooklyn. When developers build in the Fort 
Greene area, they know they must invest in BAM. Private developers literally make 
financial contributions to BAM and some top leaders of their companies may become 
board members or volunteers in another capacity at BAM. In fact, BAM’s reputation has 
been so persuasive that the Brooklyn, Fort Greene redevelopment plan was called, “The 
BAM Redevelopment Plan.” After hearing Brooks-Hopkins speak, I wondered if the 
Trenton War Memorial had the capacity to do something similar in Trenton, albeit on a 
smaller scale. Leadership and political will would be required for such an effort. 
A month or so later, I met with the Executive Director of the New Jersey State 
Council on the Arts, Nick Paleologos, and the then Assistant Secretary of State, Carol 
Cronheim, to learn what might be possible. I learned that they saw the War Memorial as a 
place where artists who were either on their way up or on their way down could be 
presented. I also learned that a presenter would need experience presenting at venues of 
similar sizes. The minimum operating budget would be about $200,000, and a presenting 
entity would need to have a comprehensive insurance policy to insure the performances and 
events.  
I followed that meeting up with a meeting with Anthony Gardner, who was the 
executive director of the New Jersey State Museum at the time. The State Museum oversaw 
the venue, with a couple of its employees managing both the War Memorial and the State 
Museum auditorium. This management structure continues to this day. We discussed ways 
that the War Memorial could be better funded. Gardner met with the Friends of the State 
Museum to see if fundraising for the War Memorial would be possible under their auspices. 
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The board of the Friends of the State Museum said it was simply outside of their mission, 
and that the museum itself had to make significant cuts and was facing many fundraising 
challenges.  
Over the years, I looked to deepen my contribution to and understanding of the 
Trenton War Memorial (TWM). I desired to possibly create a “Friends of” nonprofit to 
support the TWM but wanted to know the sustainability of the venue first. Was a “Friends 
of” investment worth it, realistically? I found myself in a position where I needed 
additional time to conduct research, and enrolling in the master’s program at Drexel 
University made this possible. This time and research has proved valuable since a 
feasibility study or market demand analysis have not been completed since the 1990s, a 
state government request for proposals from the private sector to manage the War 
Memorial failed, and the government seems to have run out of options, leaving the War 
Memorial as a white elephant of sorts. 
The Sustainability of PACS 
In the arts sector there has been much discussion about whether traditional spaces 
for the arts will survive over time. These discussions range from concerns about the 
sustainability of the nonprofit model to generational shifts of priorities in terms of resource 
allocation, to technological shifts where the arts can be experienced in diverse ways at one's 
convenience or ignored (Kaiser 2015). Astrid Vang Pedersen, a classical musician, speaks 
to the notion of re-thinking the classical concert and performance space and the pressures 
of sustainability if classical venues and performers do not adapt (Van-Pedersen 2015).  
Another researcher, Diane Ragsdale, furthers this notion by discussing additional 
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challenges arts-presenting institutions face, and, similar to Astrid, provides ideas on how to 
effectively program and operate institutions to address these challenges (Ragsdale 2012). If 
performing arts centers of all sizes use the same model to address these challenges, can 
they become successful and survive, or does the model need to be redesigned to address 
their scale?  
Defining a PAC 
According to a report on the capacity of PACs, “A performing arts presenting 
center (PAC) is an organization, or a department or program of a larger organization, that 
works to facilitate exchanges between artists and audiences through creative, educational, 
and performance opportunities,” (Hager, Pollack 2002, 3). There are two types of PACs: 
non-resident PACs that are many community driven/oriented (these PACs present the 
performing arts, other events and may have educational programming) and resident PACs 
that are PACs with performing arts companies in residence such as an orchestra or dance 
company. PACs are also categorized by the size of their houses (number of seats) and/or 
the size of their budgets. The type of act a performing arts center can present depends on 
the size of both the house and budget.  McCarter Theatre in Princeton sometimes loses out 
on acts to the State Theater in New Brunswick, because the State Theater has a greater 
number of seats (1,800 compared with 1,300) and therefore can pay a higher fee to artists 
(Lockwood 2015). In Philadelphia, the Mann Center has a 5,000-seat capacity; therefore 
they present acts that are intended to fill that capacity. These acts tend to be rock and pop 
music acts that charge high fees; therefore the majority of the earned revenue from ticket 
sales actually goes to the artist rather than the Mann Center (Kruger 2016). 
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Assessment of PACs 
Assessment of PACs extends beyond house capacity and financials.  A PAC’s 
organizational goals may include artistic excellence, innovation, prestige, maximum 
audience diversity and community participation. In order to effectively assess PACs, one 
might research a PAC’s mission, programming, and primary audiences of the organizations 
involved, as well as gathering data on their finances, employment, and output (McCarthy, 
Brooks et. al. 2001, 56). It remains difficult to ascertain whether a PAC is a small, mid-size 
or large scale organization when it falls in the grey area.  A PAC may have the number of 
seats of a large presenting institution (1,200-plus); however, its budget may be in the mid-
size range, with an operating budget of $500,000 to $2,000,000.  
The Urban Institute’s 2002 report on PAC capacity notes, “one in three of their 800 
respondents operate small budget PACs with an operating budget ranging from $100,000 to 
$500,000; one in five respondents operate medium budget class, with between $500,000 
and $2 million in annual expenditures and roughly one in ten organizations are large budget 
organizations, with annual expenditures exceeding $2 million.” (Hager, Pollack 2002, 3) 
This respondent sample reflects a proliferation of PACs with small budgets and possibly 
the challenges that are there for PACs to increase their scale, particularly from mid-size to 
large, since only one in ten PACs is a PAC with a large budget.  
         Kaiser asserts (Curtains 2015) a future for the arts sector that paints a bleak picture 
for mid-size arts organizations. He notes only a few examples of successful mid-sized arts 
organizations with marketing and programming that enable them to thrive, and notes that 
out of these, none are receiving substantial support from millennial-generation donors. He 
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suggests that if mid-sized arts organizations are going to survive, they will need to change 
their programming to meet the needs of the current generation. He further states that by 
2035, small-size community arts organizations will survive with local support, large-scale 
organizations will survive with the majority of individual and institutional support and the 
ability to diversify their business model, and mid-size organizations will collapse.  Kaiser 
notes that even though some of these mid-size organizations have national recognition, they 
still depend on their local communities for the majority of their support. He questions 
whether these organizations will remain relevant to their community enough to encourage 
arts patrons to buy local. He further raises the issue of an entire generation that has a 
decreased level of arts education and arts exposure and has more options to technology. He 
argues that mid-sized arts organizations may not have the capacity to keep the attention and 
interest of their local communities within the next decade or two.   
In contrast, Adam Huttler the Research Director of Fractured Atlas (an arts service 
organization) notes the following: “To really change the game, we have to blow up our 
established conventions around distribution. We must figure out ways of extending our 
performances beyond the limited seats in our theatres, and our exhibits beyond the limited 
floor space in our galleries”...He suggests the issue for arts organizations is not only 
marketing and fundraising efficiency as Kaiser suggests and states, “We can either ride that 
purity straight over Kaiser’s fiscal cliff, or we can get over ourselves and go invent 
something equally sublime and wonderful that isn’t constrained by real estate and floor 
plans (Huttler, 2013). 
In order for arts organizations to be successful according to Huttler, they need to 
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innovate, create new revenue streams and more ways to get their products to various 
audiences, ways that may go against conventional practice and be path breaking. 
Who is right, Huttler or Kaiser, or do they both make valid points? 
 
 
EXECUTIVE SUMMARY 
 
Performing Arts Centers with 1,800 seats are in challenging positions. The literature 
review examines the conditions of performing arts center that are required for sustainability. My 
original research details the specific factors that have positioned the Trenton War Memorial to be 
in an even more challenging predicament.  
These additional challenges that are inherent in the ownership and operations being 
managed by the State government, a government administration that presently has minimal 
interest and investment in the venue.  
According to the transition report (of the current administration), "after investing $35 
million to renovate the War Memorial...it is an underutilized flagship of the State capital. As a 
state-operated entity, its hands are tied to become a vibrant, sold-out, year-round operation. The 
State does not and cannot provide the resources necessary to enable the War Memorial to attain 
its full entrepreneurial potential. Accordingly, it is recommended that the Friends of the State 
Museum assume a much greater operational role and that the War Memorial be turned over to a 
private sector operator under contract."  This position has remained the view of the current State 
government administration. 
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The first measure taken to seize action was the publication of the request for information, 
followed by the request for proposals. In the end the process failed. The government aimed to 
offload the cost and the private sector entity was expecting a subsidy to operate and manage the 
facility. The War Memorial is seen as a heavy financial risk in the eyes of for profit management 
companies. A risk they are not willing to take, unless there is a full subsidy. The current 
government administration seems completely unwilling to provide any subsidy to a private sector 
entity that would operate the War Memorial. 
When the non profit entity, the Patriot's Theater Foundation existed it at least provided 
opportunity for presentation power and for educational programming. However, it is to be noted 
that this non profit entity was directly linked to a State government employee. The War 
Memorial has yet to be run by an independent non profit entity.  Experts in the field recommend 
a non profit entity running the War Memorial, though the results of their guidance have yet to be 
fully acted upon. The non profit operating model should be given a fair chance.  
An independent non profit entity operating the War Memorial needs to happen. It can 
start with a group of community supporters similar to how the Ellarslie, Trenton City Museum, is 
operated by the Trenton City Museum Society.  
Through my original research, I have found the following findings that support the case 
for the War Memorial's survival and for taking the next steps: 
Market Demand 
 Audiences both within and beyond Trenton’s borders are interested in attending more 
frequent events at the War Memorial and are willing to pay for them if it is something that they 
would like to see. Average ticket price that people are willing to pay seems to be at about $30.  
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Audiences access information mostly be social media but also by word of mouth. The top issue 
for audiences coming to the War Memorial is knowing about events there, so information must 
be sent out both far in advance and close in timing to the event. The main presenters that seem to 
have significant challenges fully booking the venue seem to be inexperienced. There has never 
been a complete marketing strategy for the War Memorial, so the potential impact of such a 
strategy remains unknown. Funds should be invested to conduct a full market analysis at some 
point in the future.  
The Trenton War Memorial is uniquely positioned to host concerts and well positioned to 
support other types of events. Although, there is some competition by area performing venues 
there is no replacement/substitute for the Trenton War Memorial. As I recall, the words of Daniel 
Spaulding, director of the Capital Philharmonic, “Every great city needs an orchestra,” and I 
would like to expand that to say every great city needs a quality multi-purpose concert hall. Each 
person whose opinions were included in my original research, expressed their willingness to go 
to performances there, feel safe there, and tends to enjoy attending performances and other 
events with friends. 
Funding Resource 
Funder confidence in the City of Trenton, seems to be improving. Particularly, with the 
founding of the Greater Trenton Initiative, developers opening up new loft like spaces, and new 
restaurants coming into the downtown area. That being said, the funding base remains extremely 
limited. In order for the scale of fundraising that is required for the sustainability of War 
Memorial to be achieved, funds must be raised not only outside city limits but also beyond state 
limits and additionally creative partnerships must be explored. New Jersey’s philanthropic 
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capacity does not come close to the philanthropy capacity of a city such as Philadelphia. In order 
for any funds to be raised, either a “Friends of” organization or another non-profit entity must be 
established. Once established, the entity should seek pledges toward kick-starting programming, 
operations and services. 
Political Will 
All political officials and government employees interviewed expressed interest in seeing 
the Trenton War Memorial become more utilized. A number of officials shared great memories 
of seeing performances there of music artists they cherished or local performances and events 
that includes recitals for their children or graduation events. Many expressed interest in seeing 
the Trenton War Memorial become financially stable. However, some of these individuals did 
not have a full understanding of why the performing arts sector requires a level of subsidy and is 
unlike most other businesses. If there was strong leadership in place, perhaps these individuals 
could be persuaded to better understand the business position an entity running the War 
Memorial would be in operating the venue and possibly managing the facilities. While, in the 
current State government administration political will seems to have waned, elections are on the 
horizon. There are hopes that an incoming administration would be supportive of the Trenton 
War Memorial and a non profit entity operating the facility. 
Leadership  
The management of the institution should be formed in stages. The first stage might be a 
“Friends of” organization with the authority to fundraise and present small series of 
programming both in the performing arts and in education. The second stage would be to become 
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a fully fledged non profit that would have the capacity to operate and manage the facility of the 
Trenton War Memorial. 
Please see the section “Recommended Path Forward,” on page _ for specific steps. 
 
PROBLEM STATEMENT 
 
Is it possible that Kaiser is mistaken, and that mid-size Performing Arts 
Centers (PACs) will be able to survive and perhaps even thrive? 
In my journey to answer this question, I conducted a case study - an environmental 
scan of the Trenton War Memorial, a 1,800-seat performing arts center with a minimal 
budget in Trenton, New Jersey. In addition to speaking to the larger question of the 
viability of PACs with 1,800 seat theaters, I explored the specific question of whether the 
War Memorial can be a sustainable nonprofit presenting organization. Today it no longer 
presents events.  State government officials are at a loss as to what to do with the 
management of the center; it remains under state government auspices simply as a rental 
facility (Paleologos 2016). However, at the Creative Trenton convening during a focus 
group session on the War Memorial, the following notions were expressed: several key 
stakeholders and community members continue to express yearnings for the War Memorial 
to be open more frequently, offer lower rental rates, and provide customer amenities. 
(Murphy 2014). What is needed for this to happen? Let’s now turn to the insight of PAC 
leaders. 
Much of the literature on PACs is from the perspective of leaders of large scale 
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PACs.  Michael Kaiser, former president of the Kennedy Center and current president of 
the Devos Arts Management Institute, has three books that provide insight on arts 
management, drawing on his expertise in consulting for arts organizations worldwide, 
sometimes in crisis situations. His book, “The Art of the Turnaround” examines processes 
he has executed to turn around organizations that had previous financial and marketing 
issues. “The Cycle” provides an overview of a strategy to successfully cultivate and get 
buy-in from donors and supporters. “Curtains?” explores the current status of arts 
organizations and highlights trends that will be impacting the field in the years to come. 
Reynold Levy, former President of Lincoln Center has two (“Yours for the Asking: An 
Indispensable Guide to Fundraising and Management” and “They Told Me Not to Take 
That Job: Tumult, Betrayal, Heroics, and the Transformation of Lincoln Center”).  The 
first is a guide on fundraising in the arts and the process of securing major gifts, and the 
second looks at his experience leading the Lincoln Center through a capital campaign and 
facing several challenging situations with the resident constituent organizations. Karen 
Brooks Hopkins, former President of the Brooklyn Academy of Music also has a roadmap 
publication of successful fundraising for strategies for arts organizations.  
This literature details success stories from large scale PACs, but also discusses the 
challenges mid-size PACs face and highlights a few of the strengths that they have. As 
noted above, Kaiser mentions that some mid-size PACs do have a national reputation, but 
he questions how far this reputation will get them, and further notes that many mid-sized 
arts organizations are producing shorter seasons.  He also discusses other challenges mid-
sized arts organizations face in terms of donors dying away and costs continuing to 
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increase. He says many of these organizations will need to explore mergers.  He does 
mention Opera Philadelphia as a successful mid-size performing arts presenting 
organization, but Opera Philadelphia rents their space; they do not own it (Kaiser 2015). 
Levy also touches upon mid-size arts organizations, but these organizations are resident 
organizations at Lincoln Center.  He discusses the challenges that the New York City 
Opera had in its sustainability (including a leader who was not willing to adapt who had to 
be replaced). This leader was barely in the office (only a few days per month), could not 
raise the necessary funds for the institution, and was not effective at cultivating relations 
with the Board or Labor Unions (Levy 2015).  
In addition to these resources, I have also reviewed master plans and economic 
development and market studies for the City of Trenton. In terms of materials on the War 
Memorial, through archival research I have found news articles, program brochures, and 
solicitation letters dating back to 1922 and up to 2013. In addition, a staff member 
presented me with program brochures from 2005 to 2011.  
 
LITERATURE REVIEW 
 
In order to gain deeper insight into what makes Performing Arts Centers survive 
and thrive, this thesis provides an overview of the literature that addresses PAC 
sustainability, including works that are related directly to the case study of the Trenton War 
Memorial.  Field studies from researchers and research institutions shine light on the 
realities of the sector, the value of experience, the feel of the space and the capacity PACs 
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need to adapt, take risks and innovate in order to not just survive and thrive today, but for 
years to come.  Then, literature from the perspectives of leaders of performing arts 
presenting entities, including a leader who runs a marketing company that in some part acts 
as a presenter is examined.  These leaders provide insights into how they achieve buy-in 
from diverse constituencies. These insights highlight the importance of having a diverse 
funding mix and strategies in place when the time comes for cultivation and collaboration.  
Taking these insights into account, I explore benchmark indicators for comparable 
institutions in the field. 
These benchmarks include optimal space utilization, operations management, 
community engagement and the role a PAC has to revitalize a downtown, as well as the 
benefits of focusing on community and economic impact. Next, we will assess whether 
these optimal conditions and benefits are present in Trenton, New Jersey through the 
assessment of economic market analyses, master plans and other related articles on the city.   
Finally, we will explore what the public opinion of the War Memorial has been over time, 
whether stakeholders were and are invested, and whether the community sees the War 
Memorial as a valuable resource.  
What makes a Performing Arts Center Sustainable? 
Performing Arts Center Field Studies 
Realities of the Sector:  
The performing arts sector faces many challenges.  “Set in Stone,” a report that 
examines the development of cultural buildings, notes that building construction in the arts 
sector has happened at a faster or equal rate when compared to the rate of building in other 
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sectors, and that the most prominent form of these buildings has been PACs 
(Woronkowicz, Joynes, et al. 2012).  One can infer that the supply of cultural centers may 
in fact exceed the demand, resulting in higher competition between such centers for 
audiences and resources.  In addition, audiences are changing due to changing 
demographics, interests and technological and generational shifts (Ragsdale 2014). 
Researcher Diane Ragsdale notes in her article, “Re-creating Fine Arts 
Institutions,” the challenges arts organizations face that include an aging audience and 
challenges in meeting the demands of new audiences.  She notes that organizations, in 
order to survive, must face the realities of the sector and adapt to changing cultural, social 
and technological needs.  The audience today has new ways of consuming art and 
performing arts centers need to incorporate them, be it via podcasts, live streaming, or 
experiences that fit people’s busy schedules.  In addition, changing demographics have 
impacted the audience of PACs.  There is a need to have programming and marketing 
reflect the needs and wants of a culturally diverse population, from assessing those needs, 
to incorporating the community’s voice into programming, to tailoring marketing strategies 
in the community’s terms (Hagel and Pollack 2002). 
The impact of these challenges is seen across the sector. Predicting revenue and 
project costs when creating new facilities or executing renovations on existing facilities is 
challenging.  Almost all PACs, when embarking on these projects, have over-estimated 
potential revenue and community need and have under-estimated project cost 
(Woronkowicz, Joyne, et al., 2012).   
PACs are also known for escalating costs. Due to a lack of flexibility in cost 
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control (union labor cost and facilities and operations cost), there are few ways to achieve 
cost-optimization in regards to production. Although quite a few organizations have been 
able to achieve financial stability through a mixture of earned revenue and contributed 
income, there are only a few organizations that can survive off of earned income alone.  
Also, very few PACs have been effective in building up capital reserves to enable them to 
face these challenging realities. A study by the Urban Institute on PAC capacity notes that 
this has resulted in the decline of urban PACs from 89 in the 1960s and 1970s to 69 in the 
1980s to 45 in the 1990s and 2000s (Hagel and Pollack, 2002).  
One might infer that this decline of PACs has been due to rising costs without 
significant improvements in cost control measures and capitalization. However, as noted in 
Set in Stone, the community need is also often over-estimated. If an organization does not 
have the resources to assess and effectively adapt to the needs of its audience, over time, 
the audience will diminish. In the next section we explore two measures that make a 
difference to the audience: the value of experience and the feel of the space. These two 
measures may help organizations broaden, deepen and diversify their audiences despite 
rising costs. 
Value of Experience and the Feel of the Space:  
Experience provides a performing arts center its reason for being. The better a 
PAC can enhance the experience; the greater the chance the PAC will be sustainable and 
successful.  People will value the experience through buying tickets, donors will be 
encouraged to write checks and politicians will be more driven to advocate on the PAC’s 
behalf. Classical musician and arts researcher Astrid Van-Pedersen discusses experience as 
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economy and the way to the future.  She details the design of a classical venue as a space 
that in most of history has been highly rigid, rather unwelcoming and very hierarchical.  
The experience of the audience is described as, “we gather, we experience, we disperse” 
(Van-Pedersen 2015, 43). She proposes new ways to rethink the space via audience 
engagement.  Specifically, she notes alternative concerts, such as a concert where the lights 
are turned out and the musicians play in the dark. She highlights challenges in the classical 
music field, where musicians feel other artistic elements such as visual art displays, videos 
and animation may take away from the sound aesthetic.  In the case of the concert in the 
dark, it can create a new, rich aesthetic that enhances the experience of current concert 
goers and builds bridges with new audiences, such as the community of the visually 
impaired.  She advocates for classical music venues to experiment with such types of 
engagement and move from fixed tension to a more fluid, flexible tension that includes 
audience engagement and rather than protect in her words, a fantasy performance from 
reality, make fantasy relate to reality (Van-Pedersen 2015, 35). 
Diane Ragsdale furthers this notion of the value of experience, highlighting 
instances of deepened engagement where audiences can get in on the action and participate.  
She also notes increased entry points where people can access art via digital realms and 
unconventional spaces.  Lastly, the importance of amenities is noted as making an 
experience not only convenient and valuable but also memorable.  Ragsdale notes that 
cotton candy machines were placed at a Streb Dance event, an unexpected but welcomed 
amenity that further made the experience memorable.  In a way, it enhanced the feel of the 
space. Due to time scarcity, audiences are also looking for a place where they can have fun.  
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The American Repertory Theater in Cambridge, Massachusetts created a space for a 
musical club like atmosphere where audience members could dance while seeing aspects of 
a performance unfold (Ragsdale 2009).  Streb Dance, through this event and their other 
events, has been able to increase ticket sales due to the viral social media from the audience 
that experienced it, and also has been able to in time deepen engagement with what 
Elizabeth Streb refers to as “True Fans,” (Ragsdale, 2010, 12). The immersive experience 
for the American Repertory Theater audience members led to increased single ticket sales, 
which helped the theater offset a decline in subscription sales (Deshpande, Grossman, et al. 
2011). When PACs focus on improving the experience and the feel of the space, they are 
able to increase capacity, support and resources.  This capacity positions them to adapt, 
take risks and innovate.  
Capacity to Adapt, Take Risks and Innovate:  
Adaptation requires a change in mindset. PACs of all sizes have the ability to 
adapt, take risks and innovate.  Whether PACs are willing to make the necessary changes to 
adapt to ever-changing conditions depends on leadership (Ragsdale 2009).  The strategy 
also depends on the assets and resources a PAC has.  If a PAC owns its venue and has 
capital reserves, it is in a better position to adapt, take risks and innovate. This venture can 
include taking risks in programming and subsidizing that risk with commercial productions 
and funder contributions. It can also include the structural re-organization of a PAC to 
enable the PAC to better adapt and respond to current and future needs. Large PACs are 
highly likely to own their own venue and be highly adaptive to technology use.  Medium 
PACs tend to be highly involved in audience development (Hagel and Pollack 2002).  
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Small PACs may be better suited to making inroads in their local communities and in turn 
may grow the number of supporters who support their work.  In order to adapt successfully 
and take risks, organizations must establish buy-in and retain their relevancy. 
Perspectives of Leaders of Performing Arts Centers 
Three Arts Leaders:  
Former president of the Lincoln Center for the Performing Arts: Reynold Levy, 
former president of John F. Kennedy Center for the Performing Arts: Michael Kaiser, and 
marketing expert Steve Stoute have done tremendous work to turn around performing arts 
entities.  They have achieved this success through demonstrating the relevancy of the PAC 
to its community and stakeholders, gaining their buy-in, building a diverse funding mix for 
their institution and through extensive cultivation efforts, as well as, by taking a leadership 
role in collaborative endeavors. 
Relevancy and Buy-In:  
Performing arts centers must be relevant to current and new audiences.  As noted 
above, people should relate to them as enjoyable and fun places of experience. These 
people also include stakeholders who can be key ambassadors for the organization.  
Michael Kaiser, former president of the Kennedy Center, notes that relevancy relies on the 
quality of work. Artistic programming, in his words, must be, exciting. It must also be 
marketed aggressively and must respond to community needs (Kaiser 2015). This work 
should also include big-picture projects that inspire audiences, staff members and donors.  
Kaiser uses the example of the power of international festivals that are planned well in 
advance to not only stimulate investment from current audiences and donors, but also to 
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encourage investment from new audiences and donors.  He notes that this takes time.  
Reynold Levy details how diverse constituencies can move a big-picture project forward or 
impede it.  He suggests that to achieve progress, one must make sure all stakeholders are 
well aware of the big picture and aware that their needs will be taken into account (Levy 
2015).  This buy-in can also improve an organization’s image.  When audiences see the 
work of a PAC as relevant to their needs and wants, they are more likely to share the 
experience with their friends, especially when they feel that it is a cool experience.  One 
case in point is the Made in America campaign, produced by Steve Stoute’s: Translation, 
LLC .  This campaign helped turn around Budweiser’s image from a company with an 
audience that was thought to be white fraternity guys to a more diverse demographic.  This 
was achieved in part through the Made in America concert series that featured people of a 
variety of diverse backgrounds having fun experiences and also having the opportunity to 
encounter artists that were new to them.  One experience included programming artists 
back to back who have different audience demographics so that concertgoers could get 
exposed to new music, which, in a sense, was a way to influence their taste in experience 
for the future. This increased the audience’s buy-in.  Also connections through all these 
initiatives were able to be made between the organization’s work, reputation and 
community impact. These connections provided not only buy-in, but also a foundation of 
support.  
Diverse Portfolio of Resources:  
It is very important that Performing Arts Centers today have a diverse portfolio of 
support in terms of their balance of contributions from institutions and individuals, as well 
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as their balance of earned revenue and contributed income.  Performing arts organizations 
need to continue to improve their communication of the value of their work to improve this 
balance.  Due to challenging times, resources are no longer predictable, particularly since 
the 2008 economic crisis.  Arts organizations are still recovering from the economic crisis, 
especially those organizations that were largely dependent on one type of resource (Hayes, 
2016).  Kaiser wrote about his experience consulting for arts organizations throughout the 
United States and abroad and noted his concern for performing arts centers that are small in 
scale, serve culturally specific communities, and remain largely dependent on government 
resources.  He stated such organizations are in great jeopardy and recommended that these 
organizations improve their efforts in terms of getting individuals to support their work. 
Reynold Levy also advocates for increased support by individuals, but notes that it also can 
be obtained through expanding earned revenue options.  At the Lincoln Center, these 
options include the dynamic pricing of a parking garage, the creation of a flagship 
restaurant, and the launch of a global consultancy arm, among other initiatives.  Although 
the practicality of small or mid-sized PACs running ventures of these scales would be an 
immense challenge and perhaps too huge of a challenge. However, scaled down such 
ventures and creative thinking might be more feasible for small and mid sized PACs, 
particularly when providing customized packages for support. 
Organizations, in a sense, must not only communicate their value to individuals 
but also must provide menus of options for their support, be it different types of 
programming, experiences, or amenities. The portfolio of diverse resources develops over 
time and requires intense levels of cultivation and in some cases collaboration. 
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Cultivation and Collaboration:  
Whether embarking on a capital campaign for a new facility, on renovations to an 
existing facility, or simply sustaining the institution’s operations, many diverse 
constituencies must be cultivated. When Reynold Levy embarked on a capital campaign for 
the Lincoln Center, he had to incorporate the diverse needs of eight separate entities into 
his strategies.  These entities had different timelines, some had leadership with different 
goals, some even wanted to fight for autonomy.  He promoted the value of Lincoln Center 
to each constituency in terms of streamlining operations and enhancing experiences for 
audience members and stakeholders.  Each stakeholder required a tailored approach to 
cultivation, as they all had their own perspective on collaboration.  Levy was able to pitch 
the value of collaborating to each constituent, but also worked within the realities that some 
entities would be ready to join the initiative sooner than others. He adapted his approach, 
taking that into account.  Kaiser also emphasizes the value of cultivation.  He notes that for 
an organization to sustain itself, it must fully cultivate a family of donors and supporters in 
a cyclical process.  As large performing arts presenting institutions, the Kennedy Center 
and Lincoln Center have the resources they need to successfully cultivate a family of 
donors and supporters and lead the collaborative efforts that bring diverse entities together.  
The attributes that these two entities have when compared to mid-sized arts 
organizations include greater financial resources such as risk capital, and national 
initiatives that are earned revenue generators that include: a consultancy arm in which the 
expertise of their staff members; partnerships with other arts organizations where the arts 
organizations pay them a significant amount to partner; and the ability to secure more 
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federal funding due to initiatives that have a national scope. Also, they are well resourced 
to conduct extensive market research to determine what audience needs are today and in 
the future. But mid-size PACs may have one national initiative but not an army of them, 
and may not have the resources to offer outside consulting as an earned revenue source.  
The staff members of mid-size entities may consult independently, but for the most part are 
not consulting as a branch of an earned revenue stream. Also, mid-sized PACs may have a 
handful of donors at the major gift level comparable to the larger institutions, but their 
requirements for board contributions and even gift levels are usually set at a lower 
threshold than large size PACs. 
Insight from these leaders helps the decision makers of other performing arts 
centers better design their visions to balance artistic needs with the needs of the community 
and stay relevant and in business.  In order to deepen this knowledge, plans for performing 
arts centers are available in order to explore what best practices exist to successfully plan 
out a performing arts center, assess its needs, grow its foundation of support and build its 
reputation. 
Benchmarks of Successful Performing Arts Centers 
  Through the examination of plans to create, renovate and turnaround performing 
arts centers, the importance of utilization is clear, as are proper operations management 
practices and the need to translate benefits of the PAC in terms of community impact and 
economic development. Utilization in the case of performing arts centers refers to the 
frequency the venue is used. The more a PAC programs, the greater the amount of exciting 
work the organization has to discuss with current and potential supporters (AMS, 2012).  
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PACs also must be aware of the experience of the visitors from the feel of the space, to 
amenities, to their entire experience before, during and after an event (AMS, 2012).  The 
organizational culture of a PAC should be open to dialogue from within, external feedback, 
and work to build a highly functional team-oriented environment from the top flowing 
through all levels of the organization (NJPAC, 2014).  Lastly, it can be inferred from these 
diverse reports on feasibility, economic impact and community impact that performing arts 
centers should decide whether their impact is community based, economic based, or both.  
The studies noted below in the literature review are primarily of large-scale 
performing arts centers with a seating capacity beyond 2,000 seats and operating budgets 
above $2,000,000. In the case study section, (on page 83) I have added studies from 
theaters that are about 1,800 seats, similar to the size of the War Memorial, which has 
1,807 seats.  The PACs included in this section are: the State Theater of New Jersey in New 
Brunswick, New Jersey; the Kauffman Center for the Performing Arts in Kansas City, 
Missouri; the Mondavi Center at UC Davis in California, Theaters at the Bay in Singapore 
and the Cultural Center of the Philippines in Manila, Philippines.   
Utilization - Programming, Events and Ancillary Programming:  
The majority of performing arts presenting centers truly value frequency in 
programming, not only utilizing the space for their main performances, but also for 
ancillary programming. This space also may serve in a host capacity for other events. In 
Newark, New Jersey, the NJPAC is an excellent example of a presenter with a solid season 
of programs.  Beyond NJPAC’s own programming, NJPAC also hosts community events 
and civic engagement forums.  This utilization has furthered increased interest in NJPAC 
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(NJPAC 2014).  A feasibility study by AMS Planning and Research on the Greensboro 
Performing Arts Center, GPAC in Greensboro, North Carolina, hopes to achieve similar 
results.  GPAC is a large venue with 3,000 seats. The study recommends that the center 
lessen its dependency on repeat customers.  Further suggestions include introducing more 
commercial productions such as touring Broadway shows and a greater number of ancillary 
programs (AMS, 2012).  The Denver Performing Arts Center, DPAC analysis takes this a 
step further, recognizing a lack of placemaking (free programming and events) as DPAC 
explores new ways to activate the space and increase programming. When people see more 
programs happening, there is greater interest to go and support the organization.  However, 
there are still important needs that must be addressed that expand beyond programming.  
These needs include taking into account the feel of the space and the importance of 
amenities (Utter, Gougeon, et al. 2013). DPAC is a large scale performing arts complex 
with 11 resident organizations, eight different event spaces, one with more than 2,500 seats, 
so meeting these needs required a high amount of coordination to make sure the space is 
adequately utilized, that the feel of the space is welcoming, and that amenities meet the 
demand (Utter, Gougeon, et al. 2013).  
Importance of Amenities and the Feel of the Space:  
  The level of experience an audience member or supporter has when coming to a 
performing arts center impacts the amount of funds that they spend during an experience 
and any other amount they subsequently decide to contribute to support the PAC. Audience 
members expect amenities and are usually willing to pay for them.  Food and beverage 
revenue are seen as a key source of earned income in the potential turnaround of the 
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Calabasas Center for the Performing Arts in California.  Also, in Philadelphia at the Mann 
Center due to high artist fees, this source of income is also a considerable portion of earned 
revenue.  Their concession income (food and beverage sales) is what mostly goes back to 
support general operations rather than the ticket revenue. (Cahill, 2016).   In addition to the 
convenience of amenities, audience members also have expectations for space, parking, 
circulation and equipment issues.  Some PACs have challenges when it comes to 
addressing space issues.  The Denver Performing Arts Center has recognized its challenges 
in terms of parking and circulation issues and is working on addressing them.  NJPAC had 
a need for sound equipment upgrades and has since installed broadcast-quality recording 
equipment as major network television shows are broadcasted live from the center. In 
addition, NJPAC has recently made additional upgrades on its sound equipment.  The 
Kennedy Center must apply every few years to the federal government for an 
appropriations authorization request.  This request usually includes asking for assistance to 
fund facility improvements that help enhance and transform the space.  Recognizing 
shortfalls in amenities, space, and other experience related issues is the first step to address 
them.  However, addressing them is often not a simple, and inexpensive process.  It 
requires resources, leadership with a vision, and a foundation of strong operations 
management. 
Operations Management and Leadership:  
 Effective operations management and leadership can propel performing arts centers 
forward. If a PAC does not have proper operations management and good leadership in 
place, it is not a worst case scenario; there can be hope.  The board chair of NJPAC 
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attributes its success to three things: leadership, community impact and programming 
excellence (NJPAC Report to the Community, 2015).  Their leadership maintains and 
enhances operations management in a way that has not only enabled NJPAC to grow in 
what it presents, but also to expand beyond a usual PAC’s mission and explore additional 
earned revenue options such as real estate ventures. The Metropolis Performing Arts Center 
(MPAC) in Arlington, Illinois, unlike NJPAC, experienced failures in operations 
management that were visible.  These failures included: a lack of oversight over the 
executive director’s performance, an ED who made poor decisions in operations, 
management and programming that accelerated the PAC’s decline; and a lack of a 
reporting mechanism between the ED and the board, and between the board and the village 
administration of the town it resided in.There were discussions as to who should manage 
the center.  The discussions ended in a decision to leave management the same way, but a 
layer of accountability and transparency requirements was added to address management 
failures.  Today, the MPAC remains in business, thanks to these measures. When strong 
leadership and operations are in place, a PAC is also in a better position to assess, predict 
and address the needs of the local community. 
Pulse on the Community:  
  Investing in knowing the community enables PACs to further meet community 
needs. These needs are impacted by changing demographics and expectations. They require 
investment over time to adequately address them.  Both resident and nonresident 
Performing Arts Centers can meet these needs in similar ways.  Here are two examples: 
MPAC and NJPAC. 
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  Even though there were some operations management issues with MPAC, the 
organization is still excellent at serving community needs.  The center provides multiple 
entry points for the community to be involved in the arts education programming of the 
center, and community members are provided with discounted packages to performances.  
Most non-resident PACs are generally responsive to community needs (Urban, 2002).  
MPAC is a non-resident PAC so this level of involvement makes sense.  NJPAC is both a 
producing and presenting entity.  Its resident organizations include the New Jersey 
Symphony Orchestra and Alvin Ailey American Dance Theater. As a producing presenter, 
there is always a need to balance artistic vision with the needs of the community.  In order 
to effectively meet the needs required to engage the Newark community, NJPAC decided 
to make significant investments in community engagement.  These investments included 
hiring a community engagement expert who designed partnerships with the schools, with 
local artists, and even the chambers of commerce of nearby towns. There is now a 
partnership agreement between the Newark Chamber of Commerce and the Harlem 
Chamber of Commerce that focuses on artistic collaborations and artistic engagements 
between and within the two communities.  Both NJPAC and MPAC have taken 
considerable strides to get to know the community via focus groups, market research, 
acting as a host and as a partner for collaboration.  This research and engagement has 
positioned both institutions to better understand the community’s needs and involve 
community members and leaders in addressing those needs, and has enabled both 
institutions to predict what those needs may be in the future.   
Community Impact versus Economic Impact:  
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  Depending on the stakeholder, leaders of performing arts centers may need to 
pitch either community impact benefits or economic development benefits.  In some cases 
projects will improve the economy but drive gentrification, which negatively impacts the 
community, pushing housing prices up (AMS, 2012). In other cases, escalating housing 
prices is viewed as a benefit, increasing the quality of life and the sense of community and 
safety, as illustrated in the economic impact analysis of the Mann Center (EConsult, 2012).  
In order to serve both areas of impact, PACs must effectively balance both community and 
economic objectives, attracting both tourists and locals.  The Greensboro Performing Arts 
Center (GPAC) notes that economic impact includes projections of annual patron and ticket 
sales, the construction impact of jobs on the local economy, and the annual expenditure that 
the center will generate for the local economy in terms of jobs and state and local revenue 
(AMS, 2012). The Mann Center had consultancy group, “EConsult,” design and apply a 
measurement instrument that estimated the potential increase in expenditures, employment 
and earnings after the facility was renovated and expanded (EConsult 2012). The study also 
notes the impact of the center’s renovation project in terms of a growth in money spent via 
operations and patron and performer spending, the creation of local jobs, and the impact on 
house price appreciation. The economic benefits of both GPAC and the Mann Center 
correlate quite well, as both include economic impact via expenditure, creation of jobs and 
other impacts on the local economy. In contrast, the NJPAC in its report to the community, 
emphasizes community impact. Community initiatives include town halls led by the city’s 
mayor on issues relevant to the community including public safety, economic development, 
education and health.  Also included is a community engagement strategy.  This strategy 
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includes NJPAC events being incorporated into the curricula of Newark schools, a ticket 
subsidy fund for local residents, and an internal community engagement advisory 
committee. As noted above, NJPAC also balances this community engagement effort with 
economic development efforts that even include real estate.  Finding this balance between 
meeting community needs and economic development continues to be an issue for many 
performing arts centers, particularly PACs located in downtowns. Downtowns, particularly 
in urban cities, present an environment that is more culturally dense, where the needs to 
serve both community needs and economic development goals are intensified (Zitcer, 
2016). Trenton is one such downtown.  
Role in the Downtown:  
  PACS can play a key role in the revitalization of a downtown.  As noted above, 
PACs boost economic development and in some cases also take the local community need 
into account. The Denver Performing Arts Center (DPAC ), a city-owned institution, is 
exploring more ways to be integrated with the downtown.  In addition to performing arts 
events, partnerships with local businesses are being cultivated, and community events are 
hosted.  The relationship between DPAC and its local community is similar a bit to the way 
NJPAC hosts community organizations, but in this case the community gets the venue at a 
minimal cost rather than having to buy a certain percentage of tickets, which would be at a 
much higher cost.  Although NJPAC hosts community organizations and events, it charges 
rental fees or a percentage of sales to the presenters of these programs.  There also remain 
organizations that view NJPAC as a drain on their resources (Goodman 2012). NJPAC has 
only been in existence since the 1990s.  Organizations that were getting support up to that 
 33 
time have needed to diversify their revenue sources due to the large slice of the pie that 
NJPAC now consumes.  It is unclear how much funding NJPAC exactly consumes and 
how heavily it has impacted the funding of local community nonprofits in Newark.  
However, a senior development staff member of the New Communities Corporation (a 
community organization in Newark, NJ) noted his view that, “NJPAC monopolizes funding 
and attention” without significantly resulting in jobs for the local community or in meeting 
the needs/preferences of the local community. However, due to its success, it has a line 
item in both the state and city government budgets (Wener, Axelrod, et. al. 2001, 88).  Both 
governments recognize the role NJPAC has had in revitalizing downtown Newark, but 
unfortunately some community organizations that once received support remain left out. Is 
the situation of NJPAC in Newark comparable to Trenton? Can the War Memorial get a 
line item in city and state government budgets for support?  If it does, how will arts 
organizations in the area be impacted?  Are the conditions in Newark similar enough to 
compare to Trenton? 
Are the conditions in Trenton viable for a performing arts center to succeed? 
  Currently there is feeling that a renaissance and revitalization are happening in 
Trenton due to the local arts scene. However, the city still has a reputation for being unsafe, 
for having corrupt officials, and high taxes, as reflected in the majority of stories on 
Trenton that are in the mainstream media. The conditions required for a PAC to succeed 
include market demand, philanthropic support and political will.  In Trenton, each of these 
conditions varies, but seems to be improving over time. The election of the current 
administration brought new hope to the city (Birritteri 2015).  The creation of a nonprofit, 
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Greater Trenton, consisting of funders with interests in driving economic development in 
the city, came to fruition (Birritteri 2015). However, the newspapers still run stories on the 
front pages about shootings and other criminal acts. Although more good news continues to 
seep in more than before, people, especially those who have left the city, still have a 
negative image of Trenton regardless of the revitalization efforts (Lockwood 2016).  In 
order to dive deeper into these conditions, here is an overview of the findings of an 
economic market study, a master plan for the development of a park, and an article 
detailing the impetus of Greater Trenton. This overview focuses on the concept of place, 
economic development, diversity and the issues of the coordination of amenities, the image 
of the city and safety.  
Emphasis on Place: 
  When pitching Trenton to business owners, Birritteri notes Trenton’s geographic 
asset being located between New York City and Philadelphia, with transit access and 
highway access. It seems the writer wants people to know that they can get to the city and 
use the city as a transit point to get to somewhere else.  He also notes that Trenton is the 
seat of state government and highlights the daytime activity in the city (Birritteri, 2015) .  
The Trenton CityWide Economic Market Study also emphasizes these points and adds to it 
the history of Trenton in terms of its place in the American Revolution and today as a 
historic destination highlighting places like the Old Barracks, the War Memorial and the 
Trent House, that reflect the city’s rich historical roots. These assets related to place also 
help drive economic development in the city. 
Economic Development:  
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  Trenton’s economy seems to have new hope: the Greater Trenton organization 
provides evidence for this, as do city efforts to attract new businesses and new investments. 
A citywide master plan has taken shape entitled, “Trenton 250” and an arts plan that 
complements it has just been completed.  According to the article on Greater Trenton, one 
of the key attractions for investment is the arts scene.  This is also reflected in the Trenton 
250 master plan with the arts sector as a primary element.  There are hopes that a creative 
class will be enticed to move to the city.  New loft apartments are under development.  Tax 
incentives are in place. The city is shining increased light on the work and successes of 
small businesses.  Economic development is also seen in the city’s diversity (both in 
communities and spaces). 
Diversity: 
  Trenton’s diversity is also seen as an asset. This diversity is seen in both people 
and in places. The Greater Trenton area features diversity not only in population 
demographics but also in housing stock.  The Trenton CityWide Economic Market study 
explores diversity in demographics by noting the growing Latino community as a market to 
appeal to.  This study also goes beyond demographics by mentioning the diversity of 
businesses in Trenton. Diversity is an asset of the city, but it also ushers in diverse 
demands, expectations and a need for coordination. 
Lack of Coordination and Information on Amenities: 
  This Trenton 250 master plan notes the lack of coordination between many 
sectors of the city.  There is also a need for human and financial infrastructure and 
resources that Trenton has yet to obtain.  In addition, although Trenton has great things 
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happening, there is a lack of amenities at several places, and a general lack of information 
on where to find amenities that may be close by.  Also, much of the downtown closes very 
early and this makes some amenities hard to find past 5:00 pm.  In addition, since much of 
the downtown closes early, there are some safety concerns people have when trying to 
decide whether to go to one of the few venues downtown that remains open after 5:00 pm 
in the evening. 
Image/Safety:  
  In general, there is a largely negative perception of downtown Trenton. This 
perception is noted in both the master plan for the park and in the Trenton CityWide 
Market Study.  The study does note that quality of life investments are needed to increase 
activities that are happening and to make more amenities available.  In addition, the study 
mentions a need for increased support for community policing initiatives as well as 
increased needs for more resources to support local police efforts and efforts that make the 
city safer, for example: better lighting downtown.  The Trenton 250 report notes a decrease 
in both non-violent crimes and violent crimes from 2002 to 2011, and further notes that 
“according to a 2011 economic development survey, the top six economic disadvantages of 
Trenton to overcome are: the crime rate, property taxes, quality of schools (K-12), physical 
appearance, availability and cost of parking and access to parks and public spaces (Group 
Melvin Design, et al. 2015).”  
  Trenton remains at a point where it is hard to tell what it will be like in ten years, 
be it positive or negative.  There are forces in place that seem to be contributing to a 
turnaround though. Whether that turnaround can be successful is still to be determined. Can 
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these conditions lead to the success of a performing arts presenting center? Only time will 
tell. 
What has public opinion over time been about the Trenton War Memorial?  
In reviewing the available literature, one could conclude that the funding and 
operational support for War Memorial has shifted over time and has largely been dependent 
on political will, which either is fully there or simply is not there. Ownership changed 
hands from the city and county government partnership to state government. The lack of 
artistic vision remains, as it continues in its current role as purely a rental facility. Yet 
public opinion overall seems to be that there is potential for the War Memorial to be a 
premiere venue for the people and visitors of Trenton to see performances and attend civic 
events.  
 Through original research, I investigated this public opinion and began to establish 
whether there is sufficient market demand, philanthropic support and political will for a 
performing arts nonprofit to come in and turn around the War Memorial.  
 
RESEARCH METHODS 
 
 
  This study assesses the War Memorial's history and current situation, and projects 
its potential future position, along with the resources required to attain it.  In creating this 
environmental scan, I will be adding a resource that is rare, often hard to find, and is 
greatly needed in the field. I have been conducting unstructured, tailored interviews with 
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key stakeholders since 2013. In addition, I conducted a structured survey that included both 
quantitative and qualitative, open-ended questions, as well as three focus groups that 
included structured questions. The stakeholders, during the original research phase, 
included business, community and political leaders and are noted in Appendix A. 
Interview, focus group and survey protocol are noted in Appendix B. 
  During these interviews, I asked questions to gain a more complete understanding 
of the history and current situation of the War Memorial, and what would be required in a 
turnaround. Through speaking with former and current government officials, I learned 
more about the politics behind the War Memorial and plans for the city that included the 
War Memorial.  I also gained insight into the amount of funds that would need to be raised 
for the institution to be economically sustainable. In addition, program leadership, 
management and operations were discussed.  These interviews have provided me with a 
history and knowledge of the War Memorial and its management, programming and 
operations.  I have also learned that the majority of stakeholders I interviewed have an 
immense interest in seeing the War Memorial be turned around into a sustainable and 
healthy organization, but each one acknowledges the massive challenges ahead to make 
that happen. In addition, I interviewed two leaders of arts planning research firms: AMS 
Planning and Research Corporation and WolfBrown.  Through interviewing them and via 
the information they provided me, I gained knowledge regarding which institutions to 
benchmark in my analysis. I also conducted interviews with the leadership of these 
benchmark centers, as well as additional research.  In addition to these interviews, I met 
with the leaders of Trenton-based arts organizations, community centers and businesses.  
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  In addition to interviews, I conducted a community survey and three focus groups.  
The survey’s purpose was to assess the market demand for the Trenton War Memorial and 
to find out more information about a) what people in the Greater Trenton area are looking 
for that will inspire them to attend, b) what they want to experience and c) how the 
experience is for them. The surveys were sent to key stakeholders in community, business 
and political sectors, funders, past presenters and previous attendees.  A total of 104 
respondents of approximately 200 potential respondents completed the survey. Although 
this is a small percentage of Trenton’s population, the demographics of the respondent pool 
reflects its diversity.  The survey has a few questions on demographics that I will compare 
to the demographics that are in recent census and economic development reports.  Through 
the surveys, I have gained a better understanding of local needs and expectations that can 
potentially be met by an entity running the programming and operations of the War 
Memorial. First and foremost, I gained a sense of whether the community and stakeholders 
want to see the War Memorial survive, and the vision would they like to see it aspire to 
become. I also convened focus groups (subsets of survey respondents) to gather additional 
stories and testimonials. While I had hoped to have had a focus group of stakeholders 
(funders and government officials), I supplemented it with a one-on-one interview with the 
head of the New Jersey Council of Grant Makers, Nina Stacks. Also planned was a focus 
group for presenters of arts organization leaders. I substituted this with a number of one-on-
one personal interviews both online and in-person. Focus groups combined people into 
groups from the following audience categories (those who have attended once, those who 
have attended more than once and those who have not yet attended). Attendance of events 
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at the War Memorial was a survey question, as was whether the respondent would be 
interested in participating in a focus group. 
  In order to further the value of my primary research and literature reviews, I 
researched the city and state archives for records that did not get shredded (I was informed 
by Bill Nutter, interim director of the War Memorial, that several years of documents have 
been shredded). I also used information that the interim director provided me with as 
reference points. In addition, I reviewed data from scans and plans of comparable 
institutions so that the appropriate benchmark analyses could be made. These materials 
were obtained through literature review sources, interviews with leaders of arts planning 
research consulting firms, and on-site visits (one such visit included the Cultural Center of 
the Philippines).  I specifically looked at presenting institutions that have 1,800 seat 
theaters and multipurpose space, some of which are located in urban cities and state 
capitals. Lastly, in terms of the environmental analysis, I examined demographic data, 
economic development plans, master plans and any other useful related sources to further 
document the complete picture of the environment and to help project the future. I collected 
this data via internet research and in-person visits to libraries and government archives and 
the War Memorial. 
 
 
LIMITATIONS 
 
  Limitations of the study included the following: general limitations resulting from 
 41 
a case study versus a collective analysis (there will be no in-depth environmental scan of other 
PACs); specific limitations resulting from a topical focus on PACs rather than mid-size arts 
organizations in multiple artistic disciplines; a location focus on Trenton, New Jersey rather than 
multiple destinations; and a time-centered focus on the War Memorial's current situation and 
future rather than an intensive examination of its past, although a historical overview is included.  
I also did not have the time, human resources or finances to execute a full scale feasibility study, 
market analysis or full environmental assessment. Lastly, despite a number of efforts to obtain 
financial numbers and audience statistics of the Trenton War Memorial in the past five years, I 
was unable to attain these records since the numbers were co-mingled with all the venues of the 
State Museum of New Jersey with no breakdown available. Upon learning this, I requested 
access to the rental contracts but was informed that they were confidential and only staff could 
review them to get the breakdown and unfortunately since the Trenton War Memorial is not a 
priority of the State Museum staff resources for such research also remained unavailable. In light 
of this, I intend this work to lay the environmental scan groundwork for future research in those 
areas as well as an executive summary to be included in the transition plan for the incoming state 
government administration that will take office January 2018. 
 
 
CASE STUDY OF THE TRENTON WAR MEMORIAL 
 
Potential 
If an environmental scan of the War Memorial proves that the institution can be 
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sustainable, then steps towards a turnaround can commence. The turnaround would include 
the creation of a nonprofit with uniquely competitive artistic programming and services to 
not only meet the needs that are required to bring the organization to good health, but also 
to meet the needs required for it to be successful in five, ten or twenty years. 
 The War Memorial is Trenton's Carnegie Hall (in terms of type of programming 
and the structure that is inclusive of a concert hall). Restoring the programs and operations 
could position the War Memorial to not only be a place where people witness the 
performing arts, but also truly experience the arts in ways that are both memorable and 
integrated into their daily lives, instilling in them a sense of pride, confidence and 
improved relationships in their community. In addition to these intrinsic benefits, 
improving the organizational capacity of the War Memorial will further economic 
development by creating jobs, bringing people to the city, improving the city’s brand and 
making this city be a key destination for both creativity and community. It could also 
enable the center to improve access to the arts for people from underserved communities. 
In partnership with the national Any Given Child program, an initiative of the John F. 
Kennedy Center, the War Memorial could help ensure the arts have a role in each child's 
life. 
  If the organization becomes healthy, rental fees could be lowered to bring back 
resident companies and resources could be made available to them so that they can make a 
deeper impact in their schools and in their work with underserved communities. By way of 
examining the situation of the War Memorial, I aim to shed light on sustainable paths to 
success for performing arts centers with 1,800 seat theaters.  There will be highlights of 
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successful revenue creation streams and cost saving measures that PACs have implemented 
to support their sustainability. I will explore best practices of PACs cultivating their 
relationships with the community, business and government sectors. Also in practical 
application, few environmental scans and turnaround plans are accessible, particularly 
those looking at performing arts centers in New Jersey, so hopefully this research will be 
helpful for those exploring PACs in New Jersey & beyond. 
Anticipated Findings 
  Through this thesis, I anticipated to find a deep desire in the community to 
envision the potential the Trenton War Memorial has and could have in their lives, as well 
as sufficient political will, stakeholder investment, and the financial, human and in-kind 
resources required to reverse the War Memorial’s decline and turn its operations around 
toward a course of becoming a healthy, sustainable institution that can meet the needs of 
both today and tomorrow’s audience. I hope that this research will reflect at least a basic 
level of evidence on the value, feasibility and potential of the War Memorial to warrant 
investment. I also have highlighted elements that can be key in the survival of mid-size arts 
organizations, specifically PACs in urban areas and those with 1,800 seat theaters. 
1,800 Seat Theaters 
1,800 seat theaters face many challenges. In some respect these theaters are 
classified as large scale, as L.O.R.T. (League of Resident Theatres) fees apply to their work 
in presenting and hosting artists and working with unions. In terms of programming 
though, some PACS with theaters of this scale are not yet at the capacity to perform 
national arts services larger scale PACs are able to achieve (i.e. Lincoln Center Global or 
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Kennedy Center’s Any Given Child program). Also, the rates that are charged at these 
theaters are often out of the price range for a high number of community organizations 
even with their discounted rates for nonprofit organizations. In addition, as mentioned 
earlier, artists who perform at the venues that successfully attract an audience of that size 
often charge high artistic fees. In some cases venues, rather than make money off ticket 
sales, end up primarily making money off concessions since the majority of ticket sales 
may go to the artistic fees and other expenses. It is possible with adequate leadership, 
funding resources and institutional capacity that PACs with 1,800 seat theaters can survive 
especially if they create additional streams of earned revenue, build long term relations 
with their artists, audiences, funders and partners and implement cost saving measures on 
resource use and allocation. The State Theater of New Brunswick and the Kauffman Center 
in Kansas City, Missouri are both an example of this. 
 The War Memorial faces additional issues. These issues include being owned and 
operated by the New Jersey State government, being located in a city that is challenged by 
a reputation of high crime, a stigma of lack of good governance and available funding 
resources, and a need for serious facility and technological upgrades. 
         Findings 
The potential for institutional sustainability is there, as community leaders, 
government officials, and citizens within the Greater Trenton area continue to express 
interest in seeing the War Memorial revitalized. Through my research process, I conducted 
surveys and focus groups. The majority of people surveyed in the market demand analysis 
expressed interests in not only attending performances and events at the War Memorial, but 
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also attending more events and in participating in deeper levels of engagement such as 
becoming a board member or a volunteer. They further expressed interest in seeing more 
frequent performances, improved marketing efforts, more classes offered, and lower rental 
rates for organizations and individuals from the local community. They also see the War 
Memorial as a potential catalyst for economic development in the city.  
What follows is an overview of the history and the current situation of the War 
Memorial, assessments of market demand, funding resources and political will for the 
center, options and needs analyses, a recommended plan of action and findings helpful for 
the performing arts presenting sector. It is clear that most of the leaders at the War 
Memorial have been political appointees without significant arts experience, with the 
exception of a couple leaders. This lack of field expertise has led to a lack of artistic vision 
for the War Memorial and a lack of a niche in terms of programming. The Brooklyn 
Academy of Music was able to compete with Lincoln Center and Carnegie Hall because it 
communicated its niche -- cutting edge work that is risk-taking and adventurous. The War 
Memorial has yet to achieve or define such a vision. Presenting authority being returned to 
an entity running the War Memorial is a necessary step to achieve a vision. If the vision is 
defined and leadership is secured, the War Memorial can improve its reputation to be a 
destination to experience artistic excellence.  
Brief History 
Original Interest and Need for a PAC: 
        In the early 1920s, there was community interest among key stakeholders to create a 
performing arts center to replace the Taylor Opera House. This impetus for the War 
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Memorial’s creation was initiated  in 1924 by the then Mayor of Trenton, Frederick 
Donnelly. He conceptualized the idea for a civic center to commemorate the local veterans 
who fought in the World War I (Delany, 1962).  
A Commission is Created and the Trenton War Memorial is Built 
Shortly after coming up with the idea, Donnelly appointed a citizens’ committee to 
plan the memorial. The committee became the War Memorial Commission (a commission 
of nine members: two City of Trenton representatives, two Mercer County government 
representatives and five laymen) and included: John A. Campbell, General Edward Murray, 
Freeholder Alex Crawford, Judge James Kerney, City Commissioner Edward Lee, 
Freeholder Harry Hough, Louis S. Kaplan (architect), William S. Borden and Edward C. 
Rose Jr (War Memorial Commission is Ready to Act, 1928).  
Here is a picture of this original commission members with the Mayor: 
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     Figure 1: War Memorial Commission Members, Trenton, New Jersey 
A public fundraising campaign started Friday, November 4, 1927 and ended a 
week later. Contributions ranged from 25 cents to $25,000 from Siegfried Roebling, which 
he later doubled, then tripled. The total amount raised was $418,853. The funding also 
included $87,000 in pennies raised from contributions made by school children throughout 
New Jersey. 
 
Figure 2: An Architectural Drawing of the Trenton War Memorial Building,  
Trenton, New Jersey 
The architecture firm of William A. Klemann was hired, and during the project the 
main architect, William Klemann passed away, so the assistant architect, Louis S. Kaplan 
took over the project becoming the lead architect. On July 17, 1930, ground was finally 
broken for the site. The cost of construction rose to about $922,000. The city and county 
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governments contributed $250,000 each (some sources note $235,000 each) by issuing 
bonds and as noted above the remainder was raised from public contributions and thus 
inherit co-ownership.  
 
The Trenton War Memorial Opens 
 
January 19, 1932 was a special day. The War Memorial was officially dedicated to 
honor the lives of veterans from the area who fought in World War I. The following year, a 
bill was passed to setup the partnership between the city and county government to finance 
the War Memorial. For quite some time the Trenton War Memorial was operated by the 
War Memorial Commission composed of both city and county officials, as well as 
community members.  
Performances Happen 
In 1933, legendary performances began to happen. On Feb. 5, 1933, Ignace 
Paderewski gave a piano recital of Liszt's Hungarian Rhapsody No. 10. In the coming 
years, additional renowned performances included performances by John Legend, BB 
King, Louis Armstrong, Paul Robeson, Bruce Springsteen and a series of Tyler Perry’s 
plays. Presidents Eisenhower, Kennedy and Truman spoke from the War Memorial steps. 
Performances not only included concerts, but plays as well, including Broadway and Off-
Broadway shows and shows by the top student theater companies of Princeton University 
and University of Pennsylvania (Delany, 1962). 
In 1962, the War Memorial celebrated 30 years of performances with a concert. It 
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is noted that in this 30 year timespan from 1932-1962, the War Memorial hosted 18,941 
events for 3,826,323 people (Delany, 1962).  
 
Deterioriation Sets in at the Trenton War Memorial  
 
 
 
Figure 3: Sign on seat indicating the deteriorated condition, Trenton, New Jersey 
Despite the frequent performances, the building became deteriorated. Requests 
were put in for building upgrades and in 1980 air conditioning and new stage lighting was 
installed. Pictures of the building’s decay continued to surface in the local papers. In 1981, 
Sally Lane, then a writer for a local paper, noted that customer service was becoming more 
of an issue (Lane, 1981).  
Trenton War Memorial Politics: City versus County 
In the 1970s and 1980s, the county and city governments begin to feud over who 
would run and pay for the War Memorial.  In the mid 1980s, the city saw its portion of 
funding for the War Memorial a burden. Two years later, the City Council voted to stop 
funding ($87,000) the War Memorial and to give full control of the War Memorial to 
Mercer County (Labig, 1987).  Operating costs for the year were $174,000, so this was half 
 50 
the cost (as the city and county were to split these costs evenly). The County Executive at 
the time, Bill Mathesius, expressed interest in the county gaining full control, but also 
wanted artistic control to pave way for a private sector management company.  
On January 9, 1987, a few politicians began to strategize on how to approach the 
War Memorial situation. City Councilman James A. Waldron Jr. recommended a meeting 
to discuss all possible options and noted that emphasis should be on what the audience and 
renters wanted out of the building.  
That November, the court ruled that the City of Trenton was required to pay its 
$87,000 share, and both sides were advised to enter talks (Labig, 1987). December 10, 
Mayor Holland urged the Mercer County Freeholders to take over the War Memorial 
(Topel, 1987). County Executive Mathesius refused to sign an agreement since full control 
of the artistic work was not detailed (Mathesius, 1987). Mathesius presented a four-point 
plan for the takeover that included: an annual operations allocation of $375,000; dissolution 
of the commission and the creation of a new one; the continuation of a lobbying effort for 
renovation funds to the point of $10 million; and the eventual integration of the War 
Memorial into the state complex (Fromm, 1987).  
State Takeover 
Around the same time, Assemblyman Watson drafted a bill for state government 
takeover of the War Memorial and War Memorial commission member Edward Meara 
recommended a small group of local officials approach Governor Thomas Kean’s 
administration to gauge interest and see if they would be receptive to taking it over. 
Through my interviews, I discovered that the New Jersey Symphony Orchestra (NJSO) 
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may have also led to the Governor’s interests in ownership and restoration of the War 
Memorial, as one interviewee noted that members of the NJSO complained to him directly 
of the building’s deteriorated condition, prior to the announcement (Stoute, 2016).  
January 1988 brought the inauguration of the new governor, Thomas Kean.  Prior 
to the inauguration, Douglas Palmer, then a Mercer County Freeholder, expressed interest 
in putting a city allotment back into city budget (Topel, 1988). However, he needed votes. 
The Mercer County Executive was not on board and stated that such an action would result 
in a county tax hike. This could have possibly been a diversion, as the county executive 
may have looked forward to taking over the building, and with it, artistic control. 
On inauguration day, January 12, 1988, Governor Thomas Kean in his inaugural 
address urged the state of New Jersey to both own and operate the War Memorial. This 
effort was hailed by both the Trenton mayor and the Mercer county executive (Wilson, 
1988). 
In the days, weeks and months to come, the state scrambled to fulfill Governor Kean’s 
pledge to make the War Memorial part of the State House Complex and the offer to pay for 
the War Memorial’s refurbishment costs. Later that month on January 20, 1988, the City of 
Trenton officially approved the takeover and plans moved forward for a bill to be created 
that transferred the building to the State for $1.   
On August 31, 1988 the War Memorial ownership transferred from the city and 
county governments to the state. This transfer of ownership was a lease agreement. The 
next day, Sept 1, 1988 Kean signed the bill for the takeover, pledging $3 million (Gilbert, 
1988).  
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An independent consultant who later became the Assistant Secretary of Treasury 
for the State of New Jersey, Allison Harris, produced a business plan recommending that a 
nonprofit entity be created to run the programming and operations. Renovations were also 
recommended (Levitt, 1990).  
Artistic Control without an Artistic Mission: 
        Early on, artistic control was under the authority of a commission.  The commission 
was also responsible for raising funds to help support the venue.  After reviewing articles in 
the Trentonian archives, one could infer that the acts presented did not seem to have an 
artistic agenda, rather they were presented primarily due to hopes that they would result in 
financial success. In 1989, the state acquired ownership of the building and with their 
investment in ownership, complete artistic control was transferred from the War Memorial 
to the State government (Bilotti 1988).  When the State government gained ownership, it 
promised to pay $3,000,000 a year to operate and overhaul the building to the point where 
it would be restored to its original beauty (Bilotti 1988). The commission was essentially 
dismantled (Bilotti 1988).  
Renovations 
The promised facelift began under former Governor Christie Todd Whitman's 
watch in 1994. This was when the funding appropriation for the restoration was passed. 
From 1994 to 1999, the restoration and renovation project took place. Metal furnishings 
were buffed, frayed electric wires were replaced, and faded colors were restored. The huge 
bronze eagle perching above the piazza from a 150-foot flagpole was taken down and 
polished. The building was closed partially for the renovation (Roth, 1998). 
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The total cost of the renovations, according to the NJ Building Authority, was 
$33,586,014. It is important to note that the cost was originally projected to be $42 million, 
so there were some renovations (including the maintenance of the outdoor fountain) that 
were cut to make the $33.6 million budget. However, it is unclear whether this was the 
actual number, as an interviewee noted that $10,000,000 of the $33,586,014 may have been 
in fact allocated to the State Capital Dome renovation (Ehman, 2016). In 1998, Don Ehman 
became the general manager. He oversaw the majority of renovations.  
 
Figure 4: War Memorial Re-Opening Day Brochure Cover 
Trenton War Memorial Reopens 
On March 7, 1999, the War Memorial reopened with the War Memorial 
Rededication Concert led by the Greater Trenton Symphony Orchestra (GTSO) (Trenton 
War Memorial Rededication Concert program, 1999). Charmaine Freund, the daughter of War 
Memorial architect Louis Kaplan, toured the newly reopened building and when her father 
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passed away. As a result of this visit going well, his memorial fund was dedicated to the 
Trenton War Memorial (McDonough, 2016). This memorial fund kickstarted the “Kaplan 
Series,” a series of intimate concerts with the audience on the stage, presented at the 
Trenton War Memorial.  
A year or so later, the War Memorial presented more acts than McCarter Theatre. 
In the words of Dan Bauer, the then Director of public relations at McCarter, “Use of the 
War Memorial also was more than the 1,100 seat McCarter Theatre in Princeton Borough, 
which had 49 events in the 2000-2001 season, 52 events in the 2001-2002 season and 60 
last season (Perkiss, 2003). 
Trenton War Memorial Financial Issues 
During the 2002-2003 season, the War Memorial ran a $450,000 deficit. From 
1999 to 2003, the state invested $2.4 million into the War Memorial’s operations. In 2003, 
the McGreevey administration initially allocated $535,000 for the War Memorial, but later 
froze the funds to help close other state government budget deficits. Since the re-opening, 
the War Memorial is noted to have struggled in attracting audiences to the facility and 
making it pay for itself. It was at this point the War Memorial staff proposed a bill to be 
passed to provide the War Memorial with presenting authority.  
Presenting Authority Increases Revenue 
The first show that was presented in partnership with a promoter was Jackson 
Browne. Tickets were $37.50 and half the tickets sold out in the first week. With the new 
presenting law in place, the War Memorial staff also received $250,000 as seed money to 
start presenting the shows. However, soon after, the budget allocated from the state 
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government significantly decreased. As a result, rental rates were increased to make up for 
this shortfall (Perkiss, 2003). This increase included a higher fee for rehearsals and new 
charges for lighting, audio equipment and security.  
 
Figure 5: Rental Fee Increase Chart (Perkiss, 2003), Trenton, NJ 
Creation of Patriot’s Theater Foundation Increases Programming and Education 
In 2004, the Patriot’s Theater Foundation was created to be a more autonomous 
nonprofit entity that supported both presenting and arts education initiatives.  The mission 
of the foundation was to present a broad range of cultural experiences for the communities 
served and develop audiences for the future. Through partnerships with the Trenton public 
schools and charter school students, the War Memorial Patriot’s Theater Foundation aimed 
to provide performance experiences for every student in the Trenton schools. In 2007, the 
War Memorial celebrated its 75th anniversary. Later that year, the Patriot’s Theatre 
Foundation provided transportation for Trenton students to experience performances and 
also added event study guides and educational performing arts programming.  
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For the 2008 season, programming expanded to incorporate new genres as “Cirque 
Birdhouse Factory” was presented and “African Footprint” (a performance of music and 
dance reflecting South Africa’s history).  Also presented were the “Temptations” along 
with the Kaplan series that features acoustic musicians. Resident companies also 
performed. 
Internal Tension, Rental Rates Increase and a Park? 
In 2008, there was tension that mounted over the years between the leader of the 
War Memorial and state officials. Archival research appears to suggest that the executive 
director stepped down due to this tension. The master plan to develop “Capital Park” was 
completed. This plan included a significant portion of parking for the War Memorial being 
turned into a park. The plan to create a park in the end did not get the funding it needed to 
come to fruition. However, part of the War Memorial parking lot was covered with dirt and 
grass in the process and remains that way to this day.  
Operating Too Burdensome: State Seeks Private Sector Entity, Programming Continues 
It can be inferred that, in time the task of owning and operating the Trenton War 
Memorial became burdensome to the state and the state published a request for information 
(RFI) to seek bids from the private sector to manage the venue (NJ Privatization Tax Force 
2010). 
On February 22, 2011 the governor’s fiscal year 2012 budget was published. In the 
budget summary it is noted that “an estimated $750,000 will be saved by replacing current 
staff with a private promoter/operator at the “Veterans Memorial Arts Center” and that the 
name change from War Memorial to Veterans Memorial Arts Center was recommended. 
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(Office of Management and Budget, State of New Jersey, 2011, 24). 
In 2011, a request for information was published to solicit interest from the private 
sector. Two private sector entities attended the mandatory meeting for bidders.These 
entities were the hotel adjacent to the War Memorial and Comcast Spectacor (the entity 
that runs the Sun Bank Arena in Trenton).  
In 2012, the request for proposals was published. The hotel did not apply, instead 
Meridian, the labor supply company that provided custodial union labor applied along with 
Comcast Spectacor. Comcast Spectacor had the experience and won the bid. The company 
entered into negotiations with the state and requested to be paid at least $1 million a year to 
run the War Memorial (the same level subsidy that the county was paying them to run the 
Sun Bank Arena). The state replied that there was a zero line item in budget, as the state’s 
intent was to offload the expense of $750,000, not step it up to $1,000,000 or more. This 
agreement never came to fruition.  
Current Situation 
War Memorial Community Frustration: 
  Today, if you venture past the War Memorial you will see the sign, the majestic 
building and the door, which will be locked if there is no performance or daytime event. 
There are no banners announcing upcoming events. Programs for the season’s events are 
no longer printed because there is no season. Programming only happens when people rent 
the facility. The Patriot’s Theater Foundation no longer exists. The former Executive 
Director now has a foundation that supports the Trenton Children’s Chorus and the Trenton 
Circus Squad.  
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  Currently, several people in the community see the Trenton War Memorial’s 
space as empty far too frequently.  The local community also feels that when performances 
happen, community members hear about them, too late. I have discovered this through 
multiple conversations with community members over the past three years and this 
sentiment was also reflected in the Creative Trenton focus group, (Creative New Jersey, 
2013). Performances are presented by a mixture of independent producers who are all on 
their own timelines, using different ticketing systems, and they conduct very little 
marketing for their events to the local community.  
This has presented several challenges but the War Memorial remains one of the top 
treasures in the city to both view and experience performances and events. At present, the 
War Memorial is severely understaffed. Current staff includes an interim director (full-
time), head of house (part-time), and house manager (part-time). The interim director 
reports to the executive director of the State Museum, who reports to the chief of staff in 
the secretary of state’s office, who reports to the secretary of state, who is also the 
lieutenant governor of New Jersey. An interviewee noted that the Governor has cut the War 
Memorial’s operating budget indefinitely. The bare bones budget the War Memorial does 
have is not appropriated, rather comes in from remnants of other budgets.  
The state has continued to decrease its investment in the War Memorial, 
financially and otherwise. The lack of investment in staffing and bureaucratic obstacles 
presents many challenges. Payments to vendors are delayed by months, and in some cases, 
years. Audiences are sometimes confused as to where to buy tickets, since ticketing 
depends on presenters, most of whom are inexperienced at marketing their own events. The 
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box office is no longer open throughout the week for any show. At most, the box office is 
open an hour or two before show time and staffing costs for the box office are included in 
the rental fee.  This system is also confusing to people who are looking to rent the venue. 
There has been some discussion that due to the lack of staff members, rental inquiries are 
not answered in a timely fashion. Also, when adding up all the costs for the facility and 
labor, many people who may have rented the venue end up looking elsewhere.  
In addition to being understaffed and having bureaucratic hurdles to overcome, 
there are structural issues with the building. The drainage system runs inward to the center 
of the building rather than to gutters on the side of building. The design of this system has 
resulted in issues with the pipes that have led to leaks and a hole in the roof. When it rains, 
water pours stage left on the main stage. This issue with leaks is not a unique problem to 
the Trenton War Memorial. NJPAC had a similar issue before it was revitalized.  
Also, it is unclear where the War Memorial stands in terms of ticketing and 
catering. At present all ticketing and catering is the responsibility of the presenter. There is 
no opportunity for the War Memorial to earn revenue off of concessions or ticket sales 
beyond the rental fee, unless a cost-sharing agreement with a presenter is worked out. The 
likelihood of a cost agreement going forward and getting approved by the current 
administration is pretty slim. In the case of concessions, during the time when there was the 
Patriot’s Theater Foundation, there was a contract that all catering had to go through the 
hotel. This proved to be quite a damper on a potential earned revenue stream for the 
foundation, as outside caterers could not be brought, this discouraged event planners who 
would be renting the facility from planning for weddings and other events that would be 
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located on the premises.  This bureaucracy and inconvenience caused the War Memorial to 
lose the business of many weddings to the Masonic Temple that is located across the street. 
Although this catering contract by now must be null and void as the hotel is on the verge of 
foreclosure, at times not even affording to pay its water bills. This is an issue that persists 
today, as any approval for catering, or other type of contract, requires the lieutenant 
governor or governor’s approval, as well as the approval of the state attorney general. Even 
social media posts must be approved by the New Jersey Secretary of State’s office. 
However, despite all these challenges, there is hope. 
The arts scene in Trenton continues to gain prominence in the media through large 
events such as the African American Cultural Festival, Art All Night, and the Trenton 
International Film Festival.  There is interest in investing in the arts scene and the arts 
community. The arts are noted to be an economic driver in the city and an option for 
enjoyable, safe experiences. The Trenton Arts in Focus plan, a plan funded by a NEA Our 
Town grant administered by Isles in partnership with Passage Theatre has been expanded to 
include a historic building and main cultural area that includes the War Memorial. 
Although this is very much an afterthought, at least it is included. The War Memorial is 
also included in the mapped zone of economic development improvements for the Greater 
Trenton organization. However, the city has not included the War Memorial in its master 
planning since the time of the building renovation, and the Trenton 250 plan barely 
mentions it, noting the War Memorial only as an underutilized space located in the city. 
The Trenton Downtown Association (TDA) doesn’t feel the same as the city, cares a bit 
more and might even be encouraging city officials to change their opinions. 
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Since 2015, the TDA has been hosting concerts in front of the War Memorial and 
on rainy days and days of excessive heat holds the concerts in the ballroom of the War 
Memorial. These indoor shows in inclement weather have proved very popular and well 
attended, to the point that TDA is now interested in presenting shows year round in the 
ballroom. This contract is now awaiting Chris Christie’s direct approval and signature. 
Fingers are crossed that this will pass through. The more programming that happens at the 
War Memorial, the better the position will be if a nonprofit comes together in the long run 
and seeks funds from diverse resources.  
In addition to this concert series, the Capital Philharmonic Orchestra has made it 
their home, playing four concerts a year. The American Repertory Ballet presents the 
Nutcracker matinees at school time during the Christmas season. 2015’s Nutcracker 
performance featured a performance by the Trenton Children’s Chorus.  
In regards to people renting out the venue beyond these companies, few presenters 
are successful. One of the more successful presenters was an ethnic Tamil group that rented 
the facility for its bi-annual convention.  
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Figure 6: F.E.T.N.A. Convention at the Trenton War Memorial, Trenton, New Jersey 
 
Another successful presenter, though not as recent, was Peaches Productions 
(Tyler Perry’s company). The company is now in talks to put on another production, most 
likely a one-night event. Outside of these presenters, there are a number of presenters who 
are simply inexperienced and in some cases cannot even sell 600 tickets, let alone 1,800 
tickets.  About a decade ago, the rental rates were doubled overnight. (see Figure 5 for this 
price jump) Commercial rental rates may work in some cities, but due to the challenges 
presented in Trenton, it is very hard for a company or presenting entity to see the benefit 
over the cost. Beyond rental rates, entities renting out the War Memorial must pay top rate 
for union labor, security and police. Rental rates alone cost $3,000 for a nonprofit 
organization and $5,800 for a for-profit organization. Rental rates were even introduced for 
state agencies that used to use the venue at no cost. Now it is very rare that state agencies 
present events there at all. Here is a link to the rental rates and associated 
costs: http://www.nj.gov/state/memorial/dos_wm_rates.html 
The War Memorial continues to operate as a rental facility even though there is 
legislation in place that provides War Memorial staff authority to present events. However, 
the current state government leadership has communicated that it considers the War 
Memorial to be closed. It cannot be closed, however, for the 20 to 30 year bonds that 
financed renovations would be due on the property immediately.   
This notion aside, programming happens as a result of people renting out the 
facility. Each individual entity is responsible for every aspect of the show from ticket 
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management and distribution to show promotion and event management. Presenters are 
also responsible for event insurance. This resulted in several events that happen that are 
poorly coordinated and marketed. Many of these promoters have very minimal experience, 
it is rare that their events will fill anything more than a third of the venue. This often results 
in a considerable financial loss for the inexperienced promoter.  While shows may reflect 
some diversity, as do the presenters, there is no coherent vision, so the programming 
happening appears scattered and in some cases unknown. It is for these reasons that the 
rental agreement should be revised. A minimal level of experience should be required for 
presenters. Information from presenters should be received a minimum of three months 
prior to the show. Presenters should also be held responsible for a certain number of tickets 
sold. This responsibility may be incorporated into a tiered-fee system, rather than a 
standard rate system. Such a system might be more profitable for the War Memorial. The 
rental agreement needs to be revised for any of these changes to take place and as noted 
above in the current situation, it is mission impossible until the next administration.  
When the transition between administrations happens in 2017, the War Memorial 
needs to be positioned well to succeed. One of the best ways to position the War Memorial 
is to assess market demand, political will, funding resources and options of management, 
so that when the new administration comes in and gets settled, it can hit the ground running 
and work towards supporting the War Memorial’s present and future. 
Market Demand: 
Assessing market demand is crucial for any nonprofit organization. A market 
demand analysis assesses the audience’s needs and wants. Within the limitations of 
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resources, I conducted a survey and a few focus groups to begin to assess the market 
demand of programming, services and amenities of the War Memorial. In the 2000s when 
the War Memorial was fully staffed, some evaluations were conducted via inserts that were 
distributed then collected from program bills, and email questionnaires. Unfortunately, 
these records were not found only discussed.  
Market Overview: 
According to a recent study by the National Endowment for the Arts, arts 
participation in New Jersey is on par with New York and Pennsylvania. According the U.S. 
Census 2010 and ESRI projections for 2013 and 2018, African Americans make up about 
51% of the population of Trenton and Latinos make up about 15%.1 In an effort to build 
bridges with the community, a presenting entity at the War Memorial should include 
programming to meet the needs of these demographic groups, while note excluding the 
needs the the population in the nearby suburb, as well as the needs of visitors from the 
region. Also, price points for pricing the house should take into account other demographic 
factors. These factors include an average unemployment rate of 15.3%, and a median 
household income of $37,219.   
Competition Analysis: 
  In Trenton, the War Memorial is the most well designed center for the performing 
arts. Most other presenting venues are smaller in scale with the exception of the Sun Bank 
Arena and all lack the architectural and interior design detail of the War Memorial. 
However, if you are checking out performing arts events today in Trenton, there are diverse 
                                               
1  
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venues to choose from. These venues include: The War Memorial, the State Museum 
Auditorium, Passage Theater at the historic Mill Hill Playhouse, the Conservatory 
Mansion,  the Sun Bank Arena and restaurants and bars that include Championship Bar, the 
Mill Hill Saloon, Trenton Social, South Rio, and the Tropicana Bar and Restaurant.  These 
venues only seem to compete marginally with a War Memorial. In terms of rentals, as 
mentioned above the Masonic Temple across the street does pose a significant level of 
competition for rentals, particularly weddings. Lately weddings have been happening at the 
Masonic Temple then wedding parties pose in front of the War Memorial’s facade for the 
backdrop (Miller, 2017). See Appendix D for an overview of the Trenton performing arts 
scene.  
Performance venues that do pose a high level of competition are mostly outside of 
Trenton, however an audience study done in the early 2000s did not show a significant 
level of audience cross over even when programming at the War Memorial peaked 
(McDonough, 2017). Venues in this competitive analysis include: the State Theater in New 
Brunswick, Two River Theatre and Count Basie Theatre in Red Bank, McCarter Theatre in 
Princeton, NJPAC in Newark, Bergen PAC in Bergen, and the Bucks County Playhouse in 
New Hope, PA. See Appendix E for an overview of competitive institutions in the 
local/regional area. 
Trenton Community Perception 
Community Leadership Interest- 
Interview Findings: 
Through one on one interviews I learned that there is significant interest in seeing 
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the War Memorial better utilized, 95% of interviewees noted their memorable experiences. 
I also gained an understanding of what funding resources are available in the city, county 
and state and what the limitations of the total capacity of this funding are. For the War 
Memorial to be solvent, significant funds would need to be raised from individuals and 
institutional resources. I also learned creative ways that arts centers of similar size are 
programming and expanding their earned revenue options. In addition to these findings, I 
learned that in terms of political will, the War Memorial is not a priority for city or state 
government officials and is not a key component in any current master plan. I also learned 
through this process what needs to be measured to strengthen the case for a turnaround of 
the War Memorial. These measurements include a comprehensive market analysis and 
feasibility study that goes beyond the initial findings, an operation pro forma to estimate 
actual costs while the venue is in use, and actual costs of the venue while it is dark to 
determine whether being dark is a costly expense.  
Memorable Experiences 
 
Interviewees experienced music concerts, dance recitals, theatrical plays and 
operas, comedy shows, lectures, festivals, and even fashion shows at the War Memorial. 
Memorable experiences included concerts in an intimate setting, dancing on the stage with 
performers.  Here are a few quotes of experiences of interviewees: 
“I have seen quite a few performances and events at the Trenton War Memorial, 
including a comedy show, a performance of the Nutcracker, conferences and school 
events such as graduations.” Jeffrey Wilkerson, Planner, City of Trenton 
 
“One of my most memorable experiences at the Trenton War Memorial was 
dancing on stage with the Temptations.” Molly McDonough, Former Executive 
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Director, Trenton War Memorial 
 
Some interviewees shared experiences of performing on the stage, presenting 
shows, graduating there and memorable moments there with friends and colleagues.  
“I remember singing in a choir at that inauguration, when Governor Kean 
announced the state government takeover of the War Memorial.” Karen Hilton, 
Community Member 
 
A couple interviewees shared challenging experiences where customer service or 
accessibility issues were not addressed.  
  “The shaky railing remains a major issue for our concert goers.” Gloria Teti, 
Board Chair, Capital Philharmonic 
           While these challenges may have been memorable, in the future they can be better 
addressed, but staff and financial capacity is needed to address them. 
Capacity Needed 
Under the State Museum of New Jersey, within the Department of State, The War 
Memorial has an extremely low budget (that barely covers for a few repairs) and few staff. 
This figure in fact as noted in the limitations section is co-mingled with the New Jersey 
State Museum budget with no breakdown available, although the Executive Director has 
confirmed that amount is minimal. The staff members who work in the physical location of 
the Trenton War Memorial oversee rentals and the maintenance of the building and that of 
the State Museum auditorium. Thus both financial and human resources are immensely 
needed. 
“The Trenton War Memorial is a beautiful old theater…some people do not even 
know it is there.” Joey Stoute, Former Union Tech Staff, Trenton War Memorial 
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Resources are desperately needed as the venue is dark far too often and the 
building is continuing to deteriorate. In addition there are bureaucratic obstacles in place 
that make any repair on the physical building, any edit on the rental contract and even any 
social media post a time-staking ordeal. A minimum annual operating budget of $2 million 
would help the War Memorial restore its reputation as a more frequently utilized facility. 
City of Trenton, Planner, Jeffrey Wilkerson echoed this issue of utilization,  
“In my opinion, the Trenton War Memorial is both under-utilized and under-
marketed; this is also noted in the Trenton250 plan.”  
 
 
When asked about how funder confidence could be restored, the executive director 
of Greater Trenton, George Sowa, stated,  
“In order to ensure funder confidence in the Trenton War Memorial commitments 
of support by a number of companies must be made.” 
 
Gloria Teti, Board Chair of the Capital Philharmonic further noted that, 
“The resources invested in the renovations of the War Memorial will be lost if the 
building is not maintained.” (Teti, 2016)  
 
After speaking with the Operations Directors/ General Managers of diverse PACs 
with 1,800 seat theaters, I learned programming and support for the programming is 
possible. Combating people’s notion of the city is possible. Meeting the needs of both 
residents and visitors of the city is possible, but it requires resources. Programmatically this 
may reflect a need for a balance in traditional performances, modern/contemporary 
performances, and culturally specific performances that are relevant to the various 
communities. The State Theater of New Brunswick has 1,800 seats, as does the Cultural 
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Centre of the Philippines, both present frequent programming of these types successfully. 
As an 1,800 seat theater, the War Memorial should require professional presenters 
who have the experience to book a venue that size. Though any effort there for now can 
only go so far. It needs to be coupled with efforts improving the brand of Trenton 
particularly people’s view of the city as a safe place.  In addition to financial resources, 
there should be a staff of at least ten people. These staff members should have the expertise 
to creatively and aggressively market the programs and other earned revenue options, 
streamline operations, and foster programming and partnerships that can truly make the 
War Memorial a key destination for the performing arts in the region and a catalyst in 
Trenton’s economic development. Strong management and leadership enable quality 
customer service. In time, hopefully these two aspects will be in place. 
Customer service can make all the difference. Several interviewees noted the lack 
of management and coordination of services and simply being in the know of events that 
happen. According to Damion Parran, Managing Director of Passage Theater:  
“Visibility is an issue. The Trenton War Memorial seems tucked away and the city 
doesn’t do much in terms of bringing tourism to cultural sites.”  
Sally Lane noted there were several times no one would pick up the phone to 
answer a call when she was leading the downtown visitor center (Lane, 2016). Through the 
interviews many noted the importance of customer service, amenities and accessibility. 
These issues truly matter whether people decide to return and be a long term supporter of a 
Performing Arts Presenting Center. They affect its reputation. For the War Memorial to 
move forward not only must financial and human resources be in place, but also skilled 
management, good governance policies that can implement and project strong leadership. 
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This leadership is needed to restore confidence that funders may have had at one point but 
have lost, and will also help restore political will and increase market demand. In way this 
level of leadership will instill a sense of renewed trust in the institution. 
Creative Ways to Earn Revenue 
Discussions with performing arts leaders of 1,800 seat theaters provide insight into 
creative ways to increase earned revenue options. They include leasing the land if an entity 
owns the land, making in-kind donations profitable, dynamic pricing of the house and other 
revenue options. Also, creating partnerships with for profit entities where space is provided 
to prototype their products and the corporation paying the organization rent. In addition, a 
few well resourced PACs farm out the expertise of their staff as a consultancy venture. The 
Cultural Center of the Philippines is able to lease its land to other entities. Bill Miller, Vice 
President of Operations at the Kauffman Center in Kansas City, Missouri noted that the 
Kauffman Center has a cherry picker that was donated which they rent out and in a 
partnership with a tech company that utilizes space to prototype products. 
Creative Ways to Share Costs 
Some additional discussions with leaders of performing arts centers, as well as, 
with government officials have led to the discovery that performing arts centers can also 
benefit from sharing costs with another institution. The shared costs could include savings 
incurred through block booking and co-presentations to savings of overhead costs from an 
salary of executive director or marketing, development, and/or human resource staff. The 
Mondavi Center at UC Davis (another PAC with an 1,800 seat theater) is able to access the 
University’s financial system, human resource department and a number of other resources 
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of the University.  Some nonprofit arts organizations have also took this sharing of services 
a step further by merging with another organization to create a new entity (i.e. the merge of 
Bill T. Jones Dance Company with Dance Theatre Workshop to form New York Live 
Arts).  
The former head of the New Jersey Economic Development Authority, Caren 
Franzini, recommended this latter management option and exploring partnership options 
with either Passage Theater, Dancespora, the Capital Philharmonic or McCarter Theatre.  
Molly McDonough, former executive director of the Trenton War Memorial, recommended 
that,  
“The McCarter Theatre in its partnership with Princeton University would be an 
interesting model to explore. Perhaps, a similar model would work for the War 
Memorial and another University.”  
 
The former Mayor of Trenton, Douglas Palmer, noted his perspective on 
management options:  
“At one point, I would have recommended a joint partnership with a hotel or a 
university for the management of the War Memorial. However, considering the 
situation of the hotel in foreclosure today and the lack of interest on part of area 
institutions of higher education in managing the War Memorial, a nonprofit entity 
running programming and operations would most likely be the best solution.  
 
Charles Lavine, former executive director of the Trenton War Memorial, stated his 
opinion that,  
“A nonprofit entity managing the War Memorial that has financial backing would 
be the best way forward, similar to the DevCo model with the State Theater of New 
Brunswick which is now owned and operated by the nonprofit, The State Theatre 
Regional Arts Center, or the Count Basie Theater in Red Bank.”  
 
           Weighing the opinions of interviewees on management options, a nonprofit entity 
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running the programs and operations in partnership with the state retaining facility 
maintenance and ownership seems to be the most logical and valued choice. 
Assessing Costs 
Getting the War Memorial back on track will be a costly endeavor. In 2013, after a 
meeting with Nicholas Paleologos and Carol Cronheim at the New Jersey State Council for 
the Arts, I learned that the minimum operating budget of the War Memorial is $250,000 to 
keep the lights on. Recently, the digital sound and lighting consoles were updated for a cost 
of $10,000-$20,000. There are still major structural issues that need to be addressed. A 
management entity needs to be prepared to finance operating costs, costs to repair and 
maintain the building and insurance costs among other expenses. George Sowa, the current 
Executive Director of Greater Trenton asked me what is a cost of the War Memorial when 
it is dark compared to when lights are on. As a result of this question, I researched and 
arrived at the following finding: When the War Memorial operated with 150 shows, per 
show cost to according to 2003-2004 rental fees were from $1,500 for a rehearsal to either 
$3,000 for the non profit rate or $5,800 for the for profit rate. Also, additional costs (that 
were included prior to 2003 in rental fees) are as follows: lighting $750 per day, audio 
equipment $900 per day, backstage monitors $350 per day, and security $400 per 
performance. I attempted to research this data but without utilization or budget data, I could 
only estimate. I estimate that if lights were not kept on the cost of being dark would 
between $5,000 and $75,000 depending on the expenses one is counting. Rental rate for 
two shows in a single day could be as high as $8,700, add in fees for six to eight stage 
hands at $43.00 an hour and security and police fees the amount could be upwards $75,000 
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for an eight hour rental.  Minimum operating budget for the War Memorial should be 
$2,000,000 per year and a capital campaign to both restore some aspects of infrastructure 
and also to create an endowment should have a minimum goal of $15 million. The Count 
Basie Theater in Red Bank is currently working on their capital campaign of $20 million 
and are already halfway to their goal so fundraising is possible. 
Community Engagement 
When thinking of community engagement there are usually target audiences that 
an organization chooses to appeal to. Through my interviews, I learned new ways to 
approach the following four key audience segments: the religious community, the formal 
education sector, government workers and urban city residents. Donna Walker Kuhne, VP 
of Community Relations at NJPAC noted the importance of getting to know community 
leaders in their own setting, finding commonalities and creating outreach activities that 
reflect the common themes. She also noted the importance of having a place at the table in 
government councils and faith and community councils. Specifically, she shared an event 
that was a Jews and Jazz series that tied the synagogues together with the Rutgers Jazz 
Archive and resulted in an exhibition that reflected shared interest and history. At the Sun 
Bank Arena in Trenton, their general manager noted the following, “Our outreach includes 
discount packages for local, city and state government employees, visits to schools and the 
Trenton Area Soup Kitchen. For advertising our channels include: print media, social 
media, billboards, analog billboards, radio and television ads (Oliveira, 2016).”  
  In the Philippines, at the Cultural Center of the Philippines, I learned of their 
outreach efforts to the formal education sector and to the public sector. In their relations 
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with the formal education sector principles or senior level administrators would enclose a 
note that would amplify the voice of an invitation to a performance, to a workshop, to a 
seminar. This message incentivized teacher and student participation. Often these visits to 
the CCP were evaluated for effectiveness. Through these school or teacher visits CCP also 
learned to create a space for parents at performances. In order to incentivize participation 
from the public sector, government workers were encouraged to create performance groups 
within their specific sector and then these performances would compete at annual showcase 
events at the CCP. Events such as the Civil Service Choral Competition were added to the 
CCP season. Similar to the CCP, the War Memorial when it was operated by the Patriot’s 
Theater Foundation also had youth programming. In the words of Molly McDonough, their 
Executive Director at the time,  
“The Patriot’s Theater Foundation made it possible that 20,000 of the youth of the 
local schools to have the opportunity to see a performance.”  
 
Many arts organizations are also doing programming that helps meet the needs of 
the local audience. NJPAC for instance will have “taste of” what’s to come at NJPAC 
events at locations in neighborhoods throughout the city of Newark to encourage, Newark’s 
residents to come out.  All three strategies would be great assets to an outreach plan for any 
entity that operates and programs the War Memorial.  
Realities 
Through the interviews, I also learned current limitations on political will and 
funding. As noted in the funding resources section (on page 90), Trenton is often closed out 
of certain funding opportunities and New Jersey as a whole cannot compete funding wise 
to Philadelphia let alone the Commonwealth of Pennsylvania. Political will is there on 
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some levels except the level where it is most important (the State level). There is hope that 
this issue with political will be alleviated and political will should increase with a new State 
government administration, but it is hard to predict. Therefore in the interim, community 
solutions should be weighed and considered thoughtfully. 
One current community solution that I learned from my interviews that is proposed 
is to allow the Trenton Downtown Association to seek grants for programming in the War 
Memorial ballroom, perhaps renting the ballroom at a discounted rate. According to their 
executive director, Tom Gilmour, a request has been submitted and is under approval at 
present time. 
General Community Interest 
The results of the survey included the following findings: 
The majority of survey respondents have been to the War Memorial, most more 
than once. Less than 10% have never been there. Those who have been there are more than 
willing to go again and they are also willing to increase their frequency of attendance. The 
main type of art that would encourage them to go more frequently is music performances, 
followed by live theater. 
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Figure 5: Survey Respondents with Interest in Attending Events by Discipline 
Overall people are interested in attending more events at the War Memorial. 
However, they feel extremely uninformed about the events going on there. This reflects 
both a marketing issue and an operations issue. People also expressed that the best way to 
reach them is via social media followed by “word of mouth,” (which would infer the 
inclusion of any type of communication from a friend or family member, versus promotion 
from the organization promoting the event). Respondents also overwhelmingly seemed to 
prefer performances that would take place in the evenings versus the morning or afternoon 
and by a small margin preferred weekday events as opposed to events on weekends. Also, 
there was a high percentage of people who wanted more choices for programming. Since 
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there is such a high amount of activities competing for one’s time, choice and 
customization have become more of an expectation and this statistic reflects that desire for 
customization at a staggering 95%. Also, a majority of people buy tickets beforehand, most 
approximately one month before a performance/event, followed by those who buy one 
week in advance. People are also more inclined to purchase individual tickets versus tickets 
to a series or an annual subscription, at about 74%.  
In addition, a majority of people were willing to purchase tickets at the $41-$60 
range for concerts that truly interest them. According to the survey, the following genres of 
music in order of interest are pop/rock, classical, soul/blues, hip hop, world, other, and least 
interested genre is country music. From the rest of the ranges one could infer that $30 
would be a decent price point for starting to price the house. Most people also expressed 
willingness to spend at least $6-$10 on snacks and refreshments. Concessions are a key 
source of earned revenue for many performing arts centers so this finding is very helpful, 
as it indicated a willingness by the community to purchase items from concessions.  
Considerable interest was also expressed for pre-show and post-show discussions, 
at about 87%. About half of the respondents were interested in performing arts classes for 
youth and a bit more than half were interested in similar classes for adults. Also, about half 
of the respondents are actual performers themselves, so this interest in adult classes 
complements this finding. 19% of respondents were definitely interested in renting the 
facility, and 35% said it depends on the fee, so there is some interest in renting the space as 
well. In terms of amenities and mobility issues the following findings were discovered. The 
majority of people drive to the War Memorial, so well lit parking that is free and easily 
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accessible was found to be highly important. While the promotions of the War Memorial 
have only included amenities on rare occasions respondents seemed to know the area well 
in terms of where the local restaurants and bars were in proximity to the War Memorial, 
only 10% were a bit unsure. 
Also, despite Trenton’s reputation of being a place of high crime and safety issues, 
all respondents felt they were safe in most situations at the War Memorial, with only a 
handful of respondents noting that it depends on the situation, but no one felt completely 
unsafe which is telling.  
The results of the focus groups included the following findings: 
People want the design of the building to be more open, with banners announcing 
events, ushers who guide you to your seat, and ideally valet parking. They feel the building 
is in the classical architecture form of a government building and is both a beautiful and 
historical institution. “It’s very large which can feel cold sometimes, but the ornate 
decorations warm it up. It’s a beautiful building (Parker, 2016).” When asked if the War 
Memorial was fully staffed, how would they like the staff to improve their experience they 
noted it would be great if the building was physically opened more to the public, 
information on upcoming events and present events was more available and detailed and 
that options for concessions be introduced with a diverse selection.  
“ I really want a proper War Memorial website (and I'll build it!) and a single 
source social media presence...I want to know about the events and I want to be 
able to sign up for group discounts or specialty discounts, like being a Trenton 
resident or business owner, you can get 5-10% off or something. I'd really like to 
just know more about what's happening there and then I can plan my life/schedule 
as needed if I want to go there. Beyond that, I'd really like to have more 
groups/social circles linked in to the venue and guaranteed show nights - something 
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like "first fridays" at the War Memorial.” Adam Porroni, Community Member 
 
They also noted the importance of a clean space, particularly clean bathrooms. 
Nearby restaurants and parking were also noted as important. One participant noted a guide 
to local restaurants would be helpful.  
In terms of programming, there is a great interest to have programming reflect the 
local community. Memorable experiences people shared included an annual fashion show 
presented by Ebony magazine, local dance recitals, performances of Ray Charles, the 
Temptations, Lil Anthony and the Imperials, and their own experiences in performing. One 
person shared her experience of singing in the choir the day of Governor Kean’s 
inauguration (the event where he announced the State government takeover the War 
Memorial) and another one of her experiences which was walking down the aisle for the 
Trenton High School graduation.  When asked type of performances people would like to 
see people noted classical music, ethnic specific performances, musical theater, dance and 
comedy. They further noted that they would like to see more concerts, plays, greater 
diversity in performances and performances/events that they could afford. Participants also 
noted overall they preferred watching performances rather than partaking in them, I think 
this may have been due to the backgrounds of the participants.  
Potential Uses: 
Local Organizations who present/have presented within the past few years include, 
but are not limited to: the Capital Philharmonic, Boheme Opera, Trenton Education Dance 
Institute, American Repertory Ballet, and Trenton Mayor’s Office. 
The Capital Philharmonic primarily uses the War Memorial for performances, 
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most rehearsals happen at a less costly space. Their season includes four performances in 
the main theater. They have expressed concern regarding the high rental rate, condition of 
the physical aspects of the building exterior issues such as the railings and interior issues 
including the elevators. They also noted in terms of equipment it seems to be unclear who 
owns what between the the State Museum, the War Memorial and the Department of the 
State (Teti, 2016).  
The Boheme Opera and the Trenton Education Dance Institute used to be resident 
companies at the War Memorial, but now they can no longer afford the venue and present 
their respective performances and recitals at other venues.  
Each year, the American Repertory Ballet presents their holiday performance of 
Nutcracker which includes student matinee performances. Also, the Philly Pops present a 
fundraiser performance for the St. Lawrence Morris Hall Foundation (Teti, 2016). 
In addition, from time to time, local government officials host events. In 2016, 
Trenton Mayor Eric Jackson hosted a holiday concert with Ruben Studdard and other 
performers. Unfortunately ten seconds into the performance the fire alarm in the building 
went off (Stoute, 2016). However, in 2017 the Mayor of Trenton again hosted a holiday 
concert despite the issue in 2016. 
Regional and National Touring Promoters:  
  In addition to meeting the needs of resident companies and local acts, it is 
important to consider the needs and considerations of regional and national touring 
promoters, many who can enhance customer service in general. Alexis Ortiz, a touring 
manager who has worked extensively on international projects of great complexity notes 
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the following about her team’s needs,  
"Generally we look at the tour as a whole, so timing and geography are important, 
as well as the monetary offer the presenter is able to make. For The Nile Project, 
Center Stage, etc, another very important piece is the potential for meaningful 
residency activities and community engagement. Marketing, etc are usually the 
responsibility of the presenter, as they are the ones who have to sell tickets and fill 
seats. A single tour can visit a variety of different types and size spaces, depending 
on their audiences. The touring companies usually hire a publicist to do general tour 
publicity, but the individual presenters usually work with their local outlets for 
marketing and PR around ticket sales.” Alexis Ortiz, Regional Presenter/Producer 
 
         Resident companies, touring promoters, and presenters needs vary among 
institutions. In addition to meeting their needs it is also extremely important to 
communicate expectations, and document behavior and benchmark one’s experience in 
programming the specific group as well as the overall programming of the season. What 
follows is a benchmark analysis that examines PACs with 1800 seats that are sustaining 
their organizations in creative ways including cultivating relations with partners, 
audiences and other constituencies. 
 
Benchmark Analysis  
 
Selection Criteria (PACs with 1,800 seat venues that are either: located in urban cities 
and/or a state capital or operated by government) 
 
Venues: State Theater, New Brunswick, NJ; Mondavi Center at UC Davis, Davis, CA; 
Esplanade: Theatres at the Bay, Singapore, Singapore; Kauffman Center for the 
Performing Arts, Kansas City, MO; Cultural Centre of the Philippines, Manila, 
Philippines; and the Southern Kentucky PAC, Bowling Green, KY 
 
Selection Outline: Mission of venue, who operates/owns it and what do they 
operate/own, what is their business model, what monitoring process is in place, how 
many staff, what is their programming mix, do local arts organizations use their space, 
what are their attendance numbers.  
 
The State Theater of New Jersey 
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The State Theater of New Jersey is an 1,800 seat theater in New Brunswick, New 
Jersey with the mission to enrich the lives of people from diverse backgrounds in New 
Jersey and to contribute to a vital urban environment by: presenting the finest national 
and international performing artists; providing arts education programs to inform and 
build future audiences and providing a major performing arts venue in central New Jersey 
that encourages and enables members of the community to have a life-long association 
with the performing arts. In 1979, it became owned and operated by the New Brunswick 
Development Corporation and in 1986 the New Brunswick Cultural Center acquired it.   
The New Brunswick Cultural Center is a non profit organization that continues to own 
and operate the State Theater today. Their business model includes the usual mixture of 
earned revenue (75%) and contributed income (25%). Earned revenue includes ticket 
sales, concessions, arts education class fees, and rentals. Local arts organizations that use 
their space include the New Jersey Symphony Orchestra, the American Repertory Ballet. 
They also have partnerships with the neighboring theaters George Street Playhouse and 
Crossroads Theater, as well as community partnerships with Rutgers University, the City 
of New Brunswick, the Puerto Rican Action Board, Elijah’s Promise, the United 
Methodist Church, the New Brunswick Bilingual Parents Council and New Brunswick’s 
police and fire departments. Their organizational structure is in the functional model 
including the departments of: Administration; Programming; Education & Outreach; 
External Affairs (includes Development and Marketing); Finance (includes Ticket 
Office) and Operations (includes Production and Front of House). They have 36 staff 
members.  In 2015, they presented 201 performances/events to an audience of 208,858 
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attendees.  Their programming mix includes broadway musicals, films, theater, dance, 
and  music concerts including the music genres of jazz, blues, r&b/soul, rock, pop and 
folk. 
   U.C. Davis, Mondavi Center 
  U.C. Davis, Mondavi Center has an 1,800 seat theater, as well as other spaces and 
is the main performing arts center on the campus of U.C. Davis in California. As a 
presenting center on a University campus, it is in the fortunate position to be able to access 
University services from development to human resources to the grounds staff. However, it 
is responsible for the programs, operations and facility rentals and presentations.  About 
30% of its budget comes from campus resources. Its budget mix is 45% earned revenue and 
55% contributed income. The earned revenue consists of 35% ticket sales and 10% rentals. 
It also earns a small amount of income from its gift shop and also by receiving 20% of 
merchandise sales of artists.  These resources have enabled the Center to create an artistic 
ventures fund for more risky/adventurous work.  Its mission is to present a rich program of 
diverse artists and thinkers in public performance and is the basis for education and 
engagement programs on their campus and in the region; and to steward and sustain a state-
of-the-art venue for artists and audiences. Their programming mix largely focuses on music 
but also includes dance and speaker performances/events. Within the discipline of music 
about 30% are classical performances and 10% are jazz music concerts. They have about 
40 staff members organized under the departments of: Ticket Office, Audience Services, 
Programming, Executive Director, Marketing, Production, Artist Services, Development 
and Membership, Arts Education, Facilities and Information Technology. Friends of the 
 84 
Mondavi Center fundraises for arts education and helps with the selection of some aspects 
of the program. The Friends group also provides volunteer support as docents for pre-show 
events, as ushers at shows and as greeters who welcome visiting artists. The Mondavi 
Center’s outreach efforts include small programs that are family oriented, K-12 student 
matinee performances, artistic residencies and programs for young mothers with children, 
among other initiatives. 
 
 
Esplanade: Theatres on the Bay 
Presenting more than 3,000 performances per year, Esplanade Theatres on the Bay 
is Singapore’s mecca of world class performing arts venues. The performances their 
organization presents include a diverse range of dance, music and theatre performances, in 
addition to captivating visual arts exhibitions and more. Their mission is to entertain, 
engage, educate and inspire through the arts. As Singapore's national performing arts 
center, they aim to continue inspiring audiences and cultivating the arts scene. Esplanade: 
Theatres on the Bay is Singapore’s national performing arts center, owned and operated by 
the government and government officials.  Through their programming and educational 
activities Esplanade aims to develop artistic capabilities, push artistic boundaries and 
engage audiences. Their concert hall boasts an 1,800 seat theatre with premium acoustics 
that can be set for any show from rock to pop to classical music and opera. Programming 
also includes presentations of performances from the rich diversity of traditions of the Asia 
region and also international works. Their organization is divided among four main 
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departments: programming, business, services and administration. Programming includes 
artistic programming in the performing and visual arts, as well as community engagement 
and arts marketing. Business services deals with venue partnerships, development, venue 
management and postal services. Services include relationship management, institutional 
marketing, hospitality and services, technical production, and engineering and building 
management. The administrative department includes: finance, human resources and 
administration. All four departments report to three people: the CEO, Assistant CEO and 
the Chief Marketing Officer. Their earned revenue is about 32% and their contributed 
income is about 67% according to their 2015/2016 financial statements. 
Kauffman Center 
  The mission of the Kauffman Center for the Performing Arts is to provide 
extraordinary experiences through: showcasing a wide variety of high quality programs 
through resident companies and community partnerships, as well as national and 
international artists and productions. Their organization also aims to create devoted 
constituents and enhance the level of satisfaction for all who come into their venue. The 
Kauffman Center also aims to nurture love of the arts for present and future generations by: 
promoting and developing creativity through programs, activities and live performances, 
facilitating a cultural environment and bridging gaps between the arts and the needs of 
individuals, families, organizations and communities. Their community engagement 
includes providing transportation to get to the venue, providing community tickets (free or 
reduced tickets to disadvantaged populations) and a youth on stages program (an all day 
event). In their 1,800 seat theater, about 115 performances are presented/hosted. Their 
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concert hall has about 200 performances. In total, each year, their Center presents/hosts 
about 315 performances. Their programming mix includes: resident companies: Kansas 
City Ballet and Lyric Opera Kansas City and performances by Shen Yun dance, Broadway 
Across America and other contemporary, classical and musical  performances. The Center 
also hosts conferences. The Kauffman Center also highly values entrepreneurship and 
having efficient operations. The Center has been able to reduce its electricity bill to under 
half of the previous cost by skillfully utilizing the space and monitoring the use of 
electricity and other resources. The Center also has creative and diverse streams of earned 
revenue. These streams of revenue include revenue from food/beverage/catering, gift shop, 
valet parking, and the creative streams that include a cherry picker (donated by a board 
member) which they rent out, to space that is rented by a technology company to pilot their 
product.  
Cultural Centre of the Philippines 
  The Cultural Centre of the Philippines is the National Center for the Arts in the 
Philippines complete with an 1,800 seat concert hall, other theater spaces, exhibition space, 
studio, rehearsal and office spaces, as well as a printmaking studio, located in Manila. It is 
a government owned and operated institution. Programming ranges from Broadway, to 
classical music, to children’s theater and MET Opera HD. Each year it presents Pasinaya, 
their open house festival providing a taste of the programming for the season. The CCP has 
nine resident companies including music, dance and theater groups. CCP also presents a 
high number of festivals each year from Choral competitions, to classical guitar, to a new 
dance festival entitled, DanceMNL.  CCP also conducts cultural programming within 
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Manila, as well as the Philippine provinces and the Asia Pacific region. Each year the CCP 
presents about 1,200 performances to audiences of about 600,000. Their earned revenue 
options include the lease of land, rentals and educational classes among other streams. In 
2012, the CCP made a significant transition with a staff re-organization that streamlined 
services and better enabled the CCP to meet their strategic goals of presenting and 
producing works from the resident companies that reflect great excellence; training artists 
and the staff of arts organizations to build their capacity; expanding the reach of the pre-
eminent CCP festivals to become citywide or nationwide by involving local city 
participation. These goals aim to make the CCP a must-see, must visit destination in the 
Philippines and the Asia Pacific region and aim to create and foster a role in education and 
poverty alleviation by aligning arts programs with the national agenda on development 
(CCP 2011).  
Southern Kentucky PAC (SKyPAC) 
  SKyPAC is a multi purpose performing arts center with a main hall concert venue 
with 1,800 seats. The mission of SKyPAC is to provide exceptional artistic and educational 
experiences by presenting, producing and exhibiting the highest quality art. It was created 
in 2000, and is operated by SKyPAC, Inc. an agency of Warren County, Kentucky in 
partnership with SKyPAC Foundation and appears to be County owned. SKyPAC, Inc. 
managed the design, building and maintenance of the building and SKyPAC Foundation 
operates the center. Its revenue mix is 60% earned revenue and 40% contributed income. 
Their programming mix includes broadway shows, orchestra concerts, rock and pop music, 
comedy and community, youth and family presentations. Orchestra Kentucky is their 
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resident company. 
Benchmark Summary 
These institutions show that having a programming mix is essential. Please see Appendix F 
for a projected Operation Pro Forma for the Trenton War Memorial. Programming must 
also go beyond the physical site and/or performances and include educational programming 
and capacity building. 
 
FUNDING CLIMATE 
 
Overview 
New Jersey 
  Through an interview with Nina Stack, the executive director of the Council of 
New Jersey Grantmakers, I learned the following findings: According to Ms. Stack. 
nonprofits in New Jersey by and large are not positioned as well as organizations in larger 
metropolis areas to succeed in 20 to 30 years time. Capitalization efforts are nearly not 
existent in the majority of small to mid size nonprofit organizations, according to the 
Council of New Jersey Grantmakers (Stack, 2016). This is an issue the Greater 
Philadelphia Cultural Alliance is already working to address with Philly area based 
nonprofits. In New Jersey, the top foundation, (Robert Wood Johnson Foundation) has 
assets of $10 billion. It is important to note that this foundation gives out grants nationally. 
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The second closest foundation to that number does not even come close at only $600 
million. There are no foundations with $1 billion to $9 billion in assets. However, with 
leadership, political will and significant investments (leadership gifts) some nonprofits are 
able to survive and thrive. NJPAC for instance has been able to grow its endowment and 
assets significantly over the past twenty years as a result of strong leadership, political will 
and investment. Proximity to New York may have proven to be another key to its success -- 
just look at the backgrounds of its staff members (many who have worked in prior 
institutions such as Lincoln Center, Carnegie Hall or Juilliard).  
However, Trenton, unlike Newark, is not as close to a major city, rather it is between both 
New York and Philadelphia, and due to ongoing political issues, funders have not been as 
comfortable in making an investment.  
Trenton 
By and large, nonprofit organizations rarely cross the five figure threshold with 
major gifts or funding from grants from corporations, foundations or government entities. 
There have only been a few exceptions to this, one which was a grant in the amount $1 
million from NovoNordisk to the Boys and Girls Club, a national organization with a 
Trenton chapter. Trenton as a city has had its funding challenges since the time of white 
flight in the 1970s, however it has had some highs and some lows. During the Palmer 
administration in the mid to late 1990s into the 2000s, funders began to trust Trenton. They 
even allowed his proposal for a city hotel to go through when feasibility studies proved it 
would not be sustainable.  
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Following the Palmer administration was the Mack administration, which was 
corrupt to the point that funder trust reached new lows never seen before. Even the federal 
government was reluctant to provide the Trenton arts nonprofits with funding. During this 
time however, there was a steady group of funders who would meet to discuss ways 
funding could be channelled. This group at the time was called, “The Trenton and Mercer 
County Funders Group” and in its current state has been retitled with some new members 
to be “Greater Trenton.”  
Trenton does not have any foundation of substantial size to support nonprofits in 
the city. Trenton is also still not a priority on the state level for funder groups. Camden 
effectively receives the attention at the state level, as there has been significant 
investments, even in research. The Council of New Jersey Grantmakers for instance has 
surveyed the funder field in Camden, mapped out the funders and created a peer network. 
This network has been effective in channeling funds and in getting more funds invested in 
Camden. One can only hope that Greater Trenton in the future will be able to accomplish 
more or at the very least the same. According to Nina Stacks, it seems Camden was able to 
position itself well due to its proximity to Philadelphia, especially as it seeked investment 
for its waterfront development.  
The Trenton War Memorial 
If the Trenton War Memorial had a non profit running programs and operations, it 
would need to demonstrate strong leadership, have staff roles well defined, present 
programming of artistic quality that is relevant to the audience served, and have strong ties 
to the community. If funds are to be raised in advance prior to programming, there must be 
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some incentive and funds would have to be raised from individual private donors. Despite 
all these issues, the head of the Council of New Jersey Grantmakers notes that Greater 
Trenton might provide some glimmer of hope for the War Memorial and that timing will be 
important, as will leadership. According to the current executive director of the State 
Museum, Margaret O’Reilly, the Trenton War Memorial would need to raise at minimum 
$12 million to be able to operate at a sustainable level. A capital campaign for $15 million 
and $2 million per year for operating expenses would better position the Trenton War 
Memorial to succeed, as funds would be needed for endowment and cash flows to balance 
out shows that might not sell as many tickets as other shows, but may be important for the 
community and in bringing in new audiences for the long-term. The majority of these funds 
would have to be raised from private individuals -- there simply are not enough foundations 
willing to give at a significant level to Trenton-based nonprofits, particularly to a nonprofit 
with a status that has been up and down. Damion Parran, managing director of Passage 
Theater detailed this funding climate:  
“The funding climate in Trenton is challenging for the arts sector. Trenton has no 
foundation, no art commission or council to provide grants. Also, corporate entities have 
more guidelines and regulations that focus on supporting mostly events with high 
attendance. Lastly, in terms of individual donations, while there are a few people in the 
greater Trenton area who make five figure gifts, gifts rarely ever cross the six figure 
threshold.” (Parran, 2016)  
 
         Making the case for adequate support from private individuals effectively will 
result in those individuals giving more and hopefully will encourage corporate, foundation 
and government entities to step up their funding levels and leverage their capacity as well 
in support. In addition to contributed revenue it will be important for the entity of the War 
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Memorial to manage and create streams of earned revenue. These revenue streams could 
include catering, concessions, merchandise sales, parking fees, facility fees added to 
tickets, rentals, and other creative revenue resources. 
Funding trends 
A report from the National Centre for Arts Research at Southern Methodist 
University notes the following findings from their recent 2011-2014 assessment of 
fundraising of arts nonprofits:  
“Fundraising efforts remain crucial to the long term sustainability of organizations 
(nonprofit organizations by and large cannot rely upon earned revenue alone); individuals 
continue to provide the highest funding support to the arts nonprofit sector, while corporate 
funding provides the least; and the only category of support to fall from 2011-2014 was 
government support.” (Rallo, 2016)  
 
These fundings reflect that a future entity running the War Memorial must 
successfully balance contributed income with earned revenue, solicit individuals early on 
and secure leadership gifts of substantial size, and not be overly reliant on government 
funding. The report further noted the position larger organizations have over organizations 
of smaller size, by stating that large organizations have the capacity to diversify their 
portfolio of donations, which makes them less reliant on cash contributions from the five 
major sources given in the current year for the current year’s activities and the better 
position they are in to execute multi-year planning and attract funding now for future 
projects. (Rallo, 2016)  
In addition to these trends, nationally the funding environment has seen shifts 
toward achieving equity on the foundation-giving side, and changes in priorities for the 
next generation of donors. A generation that values participation and social justice issues 
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wants to see the arts truly make a difference. While the War Memorial as a facility, is large 
in scale, the staff and resources reflect that of a small organization. Tremendous growth 
and investment would need to happen for the War Memorial to gain the needed capacity to 
reflect the size of the facility and the house. Funding resources will also impact and 
influence political will. 
 
POLITICAL WILL 
 
Importance of Political Will for PACS 
Political will is a measure of sustainability of performing arts centers. If there is 
significant political will to support an organization, it positions the organization to better 
leverage funding and get bills passed in the organization’s favor. It also reflects that 
political leaders appreciate the organization’s role in society and in best case scenarios as a 
result of this appreciation, they incorporate the nonprofit into their city’s and state’s plans 
and development projects. Political officials can make excellent allies when presenting 
legislation for PACs and other legislation that is favorable. These officials can also be great 
ambassadors in promoting the work of a PAC to individuals of high net worth. They can 
also help PAC employees navigate challenging waters with various leaders, and can help 
remove red tape barriers. Lastly, as can be inferred from above, political officials have the 
power to provide PACs with significant resources, from providing a letter of support to 
providing actual financial, material or human resources.  
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Examples of Political Will 
There are some organizations with political support that is exemplary. They 
include NJPAC (the New Jersey Performing Arts Center), Carnegie Hall and the John F. 
Kennedy Center for the Performing Arts, among other PACs. At NJPAC, the vice president 
for community relations, Donna Walker Kuhne, is charged with developing partnerships 
with key business leaders, elected officials and community representatives.  
In a one on one interview with me she commented on the importance of having 
leadership invested to enhance political will, as well as the importance of partnerships. She 
welcomes discussions from community leaders and notes their ideas have enhanced 
program impact and outreach efforts. She has an extensive relationship and partnership 
with the city administration. She noted that current Newark Mayor Ras Baraka has invested 
political will and trust into NJPAC. He leads town hall events on issues that include safety, 
health and environmental issues at NJPAC. Walker-Kuhne sits on the Mayor’s Advisory 
Council for Faith and Community. Over time, this relationship has resulted in a win-win 
partnership between NJPAC and the city’s administration, furthering the arts in Newark 
and promoting the city as a destination that can be safe and enjoyable. Ms. Walker-Kuhne 
also noted some of the challenges in achieving political will that include: timing, resources 
and a lack of investment on the part of leaders and or the community. The most challenging 
aspects for her were mostly having enough time and resources to see all the partnerships 
come to fruition and expand upon them. She further mentioned future directions in 
deepening NJPAC’s engagement with not only the political leaders but the corporate 
community, and noted these relationships too can lead to enhanced political will for a PAC. 
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Some arts organizations actually invest in staff members who serve as political 
liaisons. Carnegie Hall has a lobbyist who works in Washington, D.C. advocating on their 
behalf. Also, when members of Congress or city officials are attending a performance, they 
may be provided specific seats and also informed of upcoming programming that may be 
of their interest and may encourage them to bring their friends. At the John F. Kennedy 
Center for the Performing Arts in D.C., political officials are members of the board, 
including the First Lady of the United States, as an honorary chair, members appointed by 
the President of the United States, and members Ex Officio designated by an act of 
Congress.  
The relationships with political officials that these organizations have resulted in 
the officials advocating on their organization’s behalf and lead to greater resources to 
support the organization over time.  
War Memorial and Political Will 
Politicians seem to support the War Memorial when it is related to a personal 
interest or when city plans include it as a primary focus. The majority of political officials 
interviewed stated that they have attended both events and performances there, from 
comedies to conferences to ballet recitals. They noted the importance of strong leadership 
and management in securing political will going forward. Also, they noted that a track 
record of frequent programming would be beneficial in gaining their support. Many noted 
that the War Memorial as an entity should be run by a private entity either a non profit or 
commercial entity, not a government entity, as a government does not have the capacity to 
present with a vision that can effectively cultivate audiences going forward. There was an 
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overall consensus that the War Memorial in it’s current state (under state government 
auspices) is under-utilized, under-marketed, not in a position to even break even, and has 
rental fees that are too expensive for the local community (fees that make them lose rentals 
to nearby facilities such as the Masonic Temple).  
Personal Interest 
In terms of personal interest, Governor Kean expressed his interest via a state 
government takeover and subsequent investment. Select politicians have also demonstrated 
a sense of entitlement, expecting free tickets and space as well as attempting to influence 
programming. In some cases politicians even interfered on behalf of their constituents. For 
instance there was a promoter who presented an event at one venue in Trenton, never paid 
the venue, and wanted to present at the War Memorial to be in a position to pay the other 
venue. He never paid, that venue nor did he have intent to ever pay the War Memorial. This 
promoter contacted the elected official who represented him and claimed he was being 
turned down for reasons of racism, when in reality it was because he had a poor business 
track record. In return, the elected official pressured the War Memorial staff to allow him 
to present. Fortunately, at that point he was no longer interested in presenting at the venue, 
coincidentally. This case illustrates an example of political interference. Another political 
official mandated the War Memorial to accept the park plan, which would be usurping the 
parking lots, and use the entire years operating budget to pay artist fees for two artists the 
official seemed to pick on a whim. This led to a heated dispute and an abrupt departure. 
The War Memorial as an institution does not seem to have healed since then. Looking 
beyond personal interest, political will is also enhanced when the city creates plans for 
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future development. 
City Plans 
When the city creates plans, sometimes the War Memorial is included, but rarely is 
it a central priority. In 1997, it was a central priority due to the investment in renovations. 
Later, it was included in the park development plan, in a negative way that sought to take 
parking away from the venue and force more people to park in a city-owned lot to generate 
revenue for the city, and the two remaining lots at least during weekday daytime hours 
were allocated to state workers of various departments. Today, the War Memorial is barely 
a footnote in the Trenton 250 plan, only noted as an under-utilized space and in the Trenton 
Arts in Focus plan it is only included in the medium picture view rather than the main 
central focus area, and is lumped in with the State Museum and the Old Barracks more as a 
historic landmark than a place of vibrant cultural life and opportunity. In order for the War 
Memorial to become a priority, officials note that Trenton’s economy should stabilize and 
that improvements should be made to the downtown. While these efforts are notable, a 
track record of strong programming and marketing, along with significant funding capital, 
would enable the War Memorial to expand its political will and influence. 
Optimal Political Will 
Once adequate resources are able to be secured for the management and 
investment in the War Memorial, political will (support and advocacy by elected and 
government officials) be increased. This political will may be in the form sponsorship 
letters included in appeals for funding and grant proposals. It might also be found in 
gaining effective advocates in political circles that can make the War Memorial once again 
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a priority, to the point that laws in its favor are created and passed and the War Memorial 
becomes integrated into the city’s plans as a priority. If Brooklyn can have the BAM: 
Redevelopment Plan for Brooklyn, Trenton can certainly have the War Memorial 
Redevelopment Plan for Trenton’s downtown. These however, may be idealistic desires 
and one must take into account current realities, at least for the time being.  
Realistic view: Change must wait until one year after transition 
In 2015, Greater Trenton was officially created as a nonprofit organization with 
support from NJM Insurance Group, Bristol Myers Squibb, the Princeton Area Community 
Foundation, Investors Bank, TD Bank, Capital Health, PSEG, Thomas Edison State 
University, Wells Fargo Bank, Princeton University, and Janssen Pharmaceuticals. Greater 
Trenton aims to provide security for those who are looking to invest in Trenton and channel 
their investments strategically to improve economic development in Trenton.  
Caren Franzini, a founding co-chair of Greater Trenton, noted that the War 
Memorial has potential but is in a challenging position. She suggested that a merger be 
sought with local nonprofits. However, such a merger may not be feasible or economically 
viable. What Greater Trenton can provide to the War Memorial, however, is a sense of 
renewed security to investors who could invest in the War Memorial and with that 
investment help an entity running the War Memorial to attract and secure political will at 
both city and state levels.  
Currently, political will for the War Memorial is not visible beyond the support of 
a couple Trenton council members and the new director of the Trenton Downtown 
Association, where it counts planning wise and financially. Although the current mayor of 
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Trenton does host an annual concert there. The current administration is more focused on 
building downtown businesses along Warren Street, the Waterfront area and the area 
around the Trenton train station where a new loft apartment complex is being developed. 
The Trenton 250 plan only mentions the War Memorial briefly in passing as one of the 
city’s more underutilized venues.  
Ten interviews were conducted to assess the level of political will. Theses 
interviews included discussions with current and past legislators, city planners and state 
and city government officials. Government officials expressed hopes that some entity 
would come that would be able to manage programs, operations and facilities but also 
noted scepticism due to the tall order such management demands. An entity would also be 
responsible for having the building insured an extremely high order for any nonprofit or 
even for profit to fulfill.  
Since its beginning, the War Memorial has been a political football of sorts. As 
noted above the management has largely consisted of government appointees with little or 
no experience in managing a performing arts center. Political leaders also note that the War 
Memorial due to its status and management structure does not have a vision. When I spoke 
with some government officials on what that vision could be they noted their interest in 
having it be a place either of high technology with performance which would cost 
significant resources or a place for presentations that truly reflect the makeup of the 
community.  
In fall of 2014, a group of people in the arts community gathered together to put 
forth ideas for the Bloomberg public art competition. Through this process, as members of 
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the arts community we learned that the city was primarily interested in arts going into the 
neighborhoods of Trenton.  Once the War Memorial is able to be turned around rental rates 
can be lowered to make the venue more accessible to community, and resident companies 
can return and conduct more programming in Trenton’s neighborhoods.  Hopefully, as a 
result of such success, political will should also increase. However, political will remains 
an obstacle. There are still several needs to be improved on from programming to 
marketing to management. Also, since the current administration does not see the War 
Memorial as a priority, increased political will on the part of State government may have to 
wait until the next election and a year into the next administration (providing time for the 
new administration to get settled). 
Physical Challenges 
Beyond the issues of finding and cultivating adequate funding resources and 
political will, there are some concerns regarding the physical space. Some people 
interviewed feel the exterior space as cold, not inviting, from another era similar to a 
government bank building but view the interior space as warm and inviting. There is a 
challenge to be creative about ways to address this perception, perhaps by better signage 
and lighting on the exterior space.  There are also issues presenters have expressed which 
include the lack of stage depth which hinders broadway-oriented productions, as well as 
dance performances from being presented or presented in a limited way. There are also 
issues with the loading dock. As there are challenges in bringing heavy pieces of equipment 
up a flight of stairs when the freight elevators are out of service. Musicians actually charge 
additional fees to the presenter to carry their instruments up a flight of stairs, known as 
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cartage fees (Teti, 2016). Also, the building continues to experience infrastructure 
deterioration and leaks visible on the walls, rails, tiles, pipes and roof leaks (Stoute, 2016). 
Audience Related Challenges 
In presenting programming to the local and visiting audiences one must address 
expectations. In terms of marketing people expect to hear about programming through the 
way that is most accessible to them. As noted above in the market demand section in the 
local area this format is usually via social media or word of mouth, so investing in an 
effective social media campaign should be a strategy that works to reach people. People 
also have expectations of choice, they want to choose what they want to see as the concept 
of choice can be very empowering. A presenter would have to provide a menu of options 
for them to choose from and the better this selection is curated to their interests the more 
likely they will decide to go. The Alvin Ailey dance group had a survey for upcoming 
visitors to take and after their preferences were indicated and submitted they would receive 
a curated selection noted to be direct from their Artistic Director himself.  
Such a strategy would uniquely position the War Memorial to succeed, since no 
other presenting entity in New Jersey has implemented such a strategy. There are also 
changing expectations in the use of the venue space, people seem to deeply appreciate 
intimate performances that provide special access. Younger audiences also tend to prefer 
performances that have a degree of participation. Adhering to these preferences would 
illustrate that a presenter has listened to the community, and would demonstrate a reflection 
of their voice in the center’s programming. This would instill in them a willingness to 
spend more, come again, and possibly even to try something new. 
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Trenton Related Challenges 
There are also some issues that are particular to urban areas which include 
addressing safety and adequate management of funds. In Trenton, far too often negative 
issues such as crime are reported rather than positive news stories. Also, frequently 
situations of corruption surface. These issues have created a climate of fear when coming to 
the city and a lack of interest in investing in entities located in the city. These issues are 
continuing to be addressed through civic engagement, community dialogues and more good 
news stories. Hopefully in time, confidence in safety and trust in resource management can 
be fully restored.  
Options Assessment 
There are many management options that have been explored or can be explored to 
run the War Memorial. A study commissioned in the mid-1990s prior to renovation found 
that the most effective model for operations management would be under the auspices of a 
non profit organization with the State government managing facilities for the first few 
years. This is the model that has been successful with the Count Basie Theater in Red 
Bank, a theater that transitioned from county management and ownership to the auspices of 
a non profit entity.  
  However, this concept has been shelved by the current administration. 
Commercial entities were thought about, but never came to fruition. In the future, a new 
administration may want to explore the diverse options of managing the facility. In the 
interim, here is a brief overview of each option. In order to fix the broken operating profile 
of the War Memorial, a number of different management options were briefly explored and 
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are summarized in the options table found in Appendix G.  
 
Any entity running the Trenton War Memorial would most likely report a loss for 
the first year or two and this loss would be partly due to the upfront costs for artists fees 
(Kluger, 2016). If the house is not scaled but tickets are equally offered at $30 a piece, $30 
multiplied by 1,800 seats would be $54,000 if the place ever sold out, but usually at most 
600 seats are sold which would leave $18,000, costs for presenting the Capital 
Philharmonic alone come to about $45,000. One would also have to factor in the time 
required to effectively build a sustainable core audience. Therefore, seed funding to 
kickstart a few seasons would be needed, as well as sustainable sources of earned revenue 
and contributed income.  
Also, a strategy must be in place to effectively program the space, promote the 
shows, cultivate the audience and build the funding base. In addition, the entity would be 
responsible for having adequate insurance for performances, events and other occurrences. 
Insurance for a building of the scale of the War Memorial tends to be quite expensive, also 
at times insurance can affect one’s programming choices.  
The Role of the Entities and their Responsibilities 
A nonprofit operating entity operating the War Memorial would allow for tax 
incentives to be had by both the entity and its funders. It would be in a position to raise 
revenues and income from diverse sources, and would be eligible for sales taxes 
exemptions on purchases. It would be mission driven and held accountable to the public, so 
its programming may carry greater relevancy to the community and be more accessible. 
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Most likely there would be an emphasis on offering educational programming in addition 
to artistic programming. It would also be in a position to streamline operations and 
communications. In this case, the War Memorial would be a presenting institution and with 
educational programming could also at some point be in a position to have initiatives to 
commission new work such as a festival or a creation/production series of workshops and 
master classes that culminate in new productions. This model also has potential to build 
relationships with artists over time creating an arc of engagement.  
Commercial Entity 
A commercial entity operating the War Memorial would not be tax exempt. It 
would also not be in a position to earn contributed income. The financial model would be 
completely dependent on earned revenue (ticket sales, merchandise, concessions and rental 
fees). It would be highly unlikely to present educational programming or ancillary events.  
In this case, the War Memorial would most likely be run as a rental facility rather than a 
presenting house. If works are recruited and selected by booking staff most likely they 
would be one-off engagements. It is highly unlikely that relations with artists would be 
cultivated over time. 
Corporate Level Entity 
In the United States there are two main behemoth size presenting entities: Live 
Nation and AEG. Each company has bought up a significant stake in festivals and 
presenting houses throughout the country and even in some places abroad. These entities 
prioritize presentations that include artists on their roster. These artists are mostly 
extremely well resourced with built in audiences. However, by limiting presentations to 
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these artists, these companies are essentially censoring what is presented and what is not. 
Similar to a commercial entity, the War Memorial would be run as a rental facility but with 
limitations on who gets to present.  
State Government  
Managing the programming, operations and facilities of the War Memorial is quite 
challenging for the state to endure overtime. State government is not in a position to 
present the performing arts. Internal operations do not flow well with how presenting 
programs are managed, from the payment to artists, to the contracts with vendors. State 
government officials also agree that the government is not in a position to be a presenting 
entity nor do they want it to be.  
City Government 
The City government has shifting leaders, priorities and only saw the War 
Memorial as a priority when the renovations were completed. However, for the last couple 
of years they have presented an event there hosted by the mayor. The city government 
provides very minimal direct funding for arts and culture in the city. The majority of 
funding it does provide is through the Community Development Block Grant (CDBG) 
opportunity, which essentially is funds from the federal government from the Housing and 
Urban Development Department that are funneled through the city government. The city is 
also not in a position to manage programs, operations or facilities, as it barely has the 
resources to get things done along with a poor track record. 
The Trenton Downtown Association (TDA) 
The Trenton Downtown Association since 2015 has presented the Levitt Amp 
 106 
concert series at the Capital Green in front of the War Memorial and on days of intense 
heat or inclement weather at the Ballroom of the War Memorial. This presenting work 
started in the early 2000s with their series of concerts on the steps of the War Memorial. 
The concerts that were held at the ballroom have motivated them to explore the possibility 
of running a year round concert series at the ballroom. They are now seeking state approval 
to move forward with fundraising plans for such a series. While they are a nonprofit 
organization they are also responsible for attracting local businesses to Trenton, supporting 
them and implementing cityscape improvements such as cleanups and lighting. These other 
duties would limit them to producing a small series at the War Memorial, and would not 
enable them to be in a position to run programs, operations, or facilities.  
Hotel 
In an ideal world, the hotel could be a complementary partner to the War 
Memorial, sharing venue space, and creating new streams of earned revenue, perhaps, even 
booking conferences. Also, similar to the new hotel in Budapest, musicians could provide 
songs in one’s room as room service, which could be a revenue stream that could further 
support programming at the War Memorial. However, when the hotel was created, 
numerous feasibility studies proved the hotel to be not in a position to be sustainable. There 
is a lack of corporate entities in Trenton who would have visitors to stay in the hotel. The 
main entity that might have visitors would be the State government, but they rarely have 
overnight guests and on top of that when the hotel opened they didn’t  even offer 
government rates. Fast forward to this year, the hotel bills were overdue including the 
water bill, which resulted in water being shut off for a number of weeks. I learned through 
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my interviews with state government officials that there are plans to turn the hotel into a 
state office building.  
Umbrella Organization 
An umbrella organization was recommended by a prominent corporate leader. 
Instead of creating a new 501 (c)(3), the War Memorial could collaborate with other 
entities be it with music, dance and/or theater and merge into one non profit. While this 
might make sense from a sharing resources point of view, as well as, have potential for 
collaborative marketing to happen, this could only be successful if organizations had 
substantial resources and collaboration processes and policies in place. Unfortunately, 
although many arts organizations work on a few arts projects together, a merge would push 
collaboration to a capacity that these organizations could simply not meet together. Also, 
the birth of collaboration to that degree requires funds to support the research and 
development and it would be rare that entities that do have the expertise and could fund it 
would consider funding a project in Trenton. One successful example of such a merger was 
the partnership of Dance Theatre Workshop and Bill T. Jones dance company which 
formed New York Live Arts, but EMCArts Innovation Fund supported them in the 
exploration and implementation process. 
University 
In the beginning of the Christie administration, the administration tried to off-load 
the expense and operations of the State Museum of New Jersey to Thomas Edison State 
University (TESU). TESU was completely caught off guard and refused the burden. If this 
went through, since the head of the War Memorial reports to the head of the State Museum, 
 108 
the War Memorial might have transitioned to the auspices of the University. Universities 
can be effective presenters if they hire the right people and invest the appropriate amount of 
resources. In this case however, it is pretty clear that the arts have not yet in the history of 
that University ever been a priority, so a significant investment would be highly unlikely. 
Options Conclusion 
Weighing all these options, the nonprofit model remains the only plausible way 
forward for the War Memorial. Even key government officials who were initially 
supportive of other models agree that it is the only effective option for future management, 
as the hotel does not have capacity, Universities remain uninterested, and other local non 
profits barely have the capacity to sustain themselves so are not in a position to merge 
(which process alone would require capacity) and the for profit commercial venture seems 
to be cost prohibitive.  
Human Resource Needs 
  In the early to mid 2000s, the War Memorial had the staff of eight people. 
Somehow with this small number of staff at one point they were able to present more 
programming than McCarter Theatre which has a staff of more than 100 people. Since the 
War Memorial, could be in a position to freshly create its organizational structure, an 
experience and customer-oriented structure would be most effective. 
This structure would include a core focus on visitor experience and public 
participation. The core would connect to the following departments: institutional 
advancement, audience and civic engagement, front of house and information access, 
creative production, programming and education, and administration and business 
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operations similar to the initial re-structure of the Museum of Oakland illustrated below: 
 
Figure 6: Oakland Museum Organizational Structure, Oakland, California (Center for 
the Future of Museums, 2013) 
Staffing would need to happen in phases as resources are secured. Initial staffing 
might include the executive director, department heads and ushers. The next phase would 
provide associate and assistant staff, as well as cross functional liaisons.  
Programming Needs: 
Currently the quality of performances presented at the War Memorial varies 
greatly. It is poorly coordinated. A number of independent producers who book the venue 
are unprofessional and do not know how to effectively market the acts they book to the 
community. There is no season brochure just a mix of whomever happens to get approved 
to rent the facility. This was not always the case. 
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From 2003 to 2010, when the staff of the War Memorial presented a season and 
series of special events, a range of commercial productions and community performances 
were presented. People enjoyed several of the one-off events, as well as the Kaplan series, 
that were all marketed in a season package. Although there was no niche, the programming 
included performances that were responsive to the interests of the community, from Blues 
Clues to Tyler Perry’s plays. 
This niche in programming is essential to make the War Memorial not just a place 
for a one time visit but a place where you can experience programming you may not see at 
other nearby locations. It is important in today’s competitive environment to have a focus 
in presentation to make a performing arts center a destination. This is clearly present with 
the Brooklyn Academy of Music’s niche in presenting adventurous work, and in NJPAC’s 
commitment to the community, arts education and artistic excellence. One must assess the 
environment and see what artistic gaps there are and create a niche to fill the gaps that 
makes sense for the institution. What can encourage the people who go to NJPAC, Count 
Basie or McCarter to come to the War Memorial?   
This might mean finding ways for commercial acts to be presented, so that the War 
Memorial entity could experiment enough to create a niche. The commercial productions in 
most PACs help subsidize the cost lost in presenting less successful but meaningful 
presentations. This subsidy provides PACs with great ability to present works that are 
mission driven rather than demand driven. Performances that illustrate the courage to take 
risk and experiment are often those that create an identity.  
Also appealing to specific audiences such as college students, families could be 
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another area of strength. At present, McCarter Theatre is only in a position to present a few 
youth and family oriented shows a year.  
These changes must happen over time, not immediately. In order to improve 
programming at the War Memorial, if a nonprofit is selected to run the institution, it must 
happen in phases. The first phase would be to revise the rental agreement. The second 
would be to introduce a few event series to get people in the community attending 
performances more frequently. The next phase would be the re-introduction of a season of 
programming. The following phase would be a focus on developing and celebrating a niche 
vision of programs that is unique for the region and positions the War Memorial as a 
destination for certain elements of the performing arts. In this phase, educational 
programming should also be introduced in partnership with resident companies. The final 
phase would be a focus on the War Memorial as a driver in collaborations with 
organizations and businesses within and beyond the city, reflected in comprehensive 
partnerships and community wide festivals.  
As noted, during my series of interviews and surveying the community, many 
people expressed their feeling that the War Memorial needs to book acts when they are on 
their way up or on their way down. This vision may be limiting, since there are gray areas. 
There are some artists that will always be in this gray area but still due to reputation and 
talent may be able to fill the 1,800 seats in the main Patriot’s Theatre of the War Memorial.  
However in general, most talent that could easily fill the 1,800 seats expect high 
fees. If they are presented, the presenting entity would need to tap additional revenue 
streams to survive, as most ticket sales would need to go directly to artist fees. Also, with 
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any artist, audience numbers would be largely dependent on marketing and promotion. 
Although to be clear, programming must not be dictated by what attracts large audiences 
and is easily marketable for an entity to survive in the long run, short term wins may be 
incurred, but the long term interest would not be able to be cultivated and sustained.  
Programming must be done strategically in a way that uniquely positions the War 
Memorial to present experiences that fill artistic gaps, programming that addresses issues 
relevant to the community and reflects the community, and introduces audiences to new 
work, diverse cultures and global issues.  
David Dower of ArtsEmerson defines the process of creating a season as a five 
step process, in an interview with HowlRound. The phases he includes are as follows: 
Investigation; Gathering and Winnowing; Assessment; Adjustment; and Announcement 
(Dower, 2015). Key questions asked throughout the process include questions that are: 
relevant to the community and larger issues, seeking to reflect an artistic and demographic 
balance, and addressing logistical matters.  
“Community and Issue Based Questions include: What are the issues that are important to 
the city and the people in the city? What are the conversations taking place in the world 
that haven’t yet found a voice in the city? What communities/places have not been paid 
sufficient attention to lately?  
Artistic and Demographic Questions include: What are the artistic gaps when looking at 
programming at other institutions in the area as well as the PAC’s most recent season? Is 
the PAC presenting new, innovative work and artists? Where are we in relation to our 
PAC’s values? Which priorities are well met? How much balance is reflected? Is the work 
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Eurocentric? Is it heavily one gender?  
Logistical Questions include: What is the planning timeline for the genre? Are they a good 
fit financially, schedule wise, and for space dimensions?” (Dower, 2015) 
  Questions such as these would be crucial to have a season accurately reflect the 
organization’s mission. In the first and fourth phases, the community’s voice is heard and 
taken into account. This involvement increases the community members buy-in for the 
programming and enhances their sense of ownership in the work.  Ideally, the community 
should be included in all phases but not all organizations find community involvement a 
necessary step at each phase of the process and in some cases just due to scheduling it may 
impact the timing of decision making. Though the greater level of community involvement, 
the higher likelihood of community members turning out for performances, experiences 
and other types of engagement/support opportunities. 
In my opinion, through my observation and experience in programming, a focus on 
the following pillars would position programming at the War Memorial to succeed. These 
areas speak to both artistic gaps in presentation and would enhance long term relationships 
with the local community, audiences, and diverse stakeholders. These categories include: 
International Presentations; Community Reflections; Technology and Innovation in 
Performance; and Immersive Experiences 
International Presentations:  
It is very rare that international artists are presented in the Greater Trenton region. 
The demographics of Trenton reflect several populations of diaspora communities from 
Burma to Poland to Liberia. Presenting acts that include artists from these countries would 
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build bridges between the artists, the local community and the War Memorial. However, 
this should not limit the scope of international presentations. It is also important to 
introduce people to diverse cultures and artists who are new to them. International 
performances should be across the performing arts including but not limited to music, 
dance, theater, spoken word, comedy, circus and magic.  
Community Reflections: 
The community should also have a voice in the programming. Involving the 
community in both the investigation and adjustment phase as ArtsEmerson does, is very 
valuable, but I also think there is immense reason to include the community in the 
announcement phase as well. Community members can be key ambassadors for the shows, 
announcing them in terms that their members understand through the methods they access 
and in a way that is appealing to them. 
Similar to ArtsEmerson, there would also be a focus on long-term relationships, 
but rather than artist centric, it would be partner centric. There would also be a strong focus 
on the promotion of the “make” movement and the resilience and fun character of the city.  
Technology and Innovation in Performance: 
 Building off the “make” movement, the War Memorial could be a key destination 
for makers in performance, from puppeteers to set designers. Also, presentations could 
feature elements of technology be it robotic performances, animation as part of the set, the 
projection of imagery and/or the projection of translations. 
Immersive Experience: 
Programming must engage both today’s and tomorrow’s audience. Audiences 
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more and more are looking toward immersive experiences that feature memorable moments 
that are somewhat unique that they can share with their friends. This may include 
productions that feature props that the audience can engage with, costumes for audience 
members to wear, songs to sing along, moments to hold hands with fellow audience 
members, and complete immersive experiences where an entire room is transformed into a 
new and/or unexpected creative space.  
Programming Needs of Constituents: 
The War Memorial must not only inspire audiences to come but inspire them to 
invest in the organization. It must also position itself to have a welcoming presence in the 
eyes of artists, addressing their needs and wants as appropriate and nurturing their creative 
work as it is presented.  
 
MARKETING AND OUTREACH NEEDS 
Overall Strategy 
Similar to the process of programming, marketing will need to be accomplished in 
stages. In the first year, the contract should be revised to require information on upcoming 
shows to be submitted earlier for incorporation into a quarterly e-newsletter. During this 
time, after reviewing the history of programming collateral should be made that highlights 
memorable performances and also includes features on any upcoming shows that can be 
announced.  
Marketing must also be both programmatic (oriented to the performances 
presented) and institutional promoting the War Memorial’s brand and values. Core values 
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and messages must be determined, as well as, a framework for internal and external 
communications. These core messages will some what reflect the institutional brand of the 
War Memorial. There must also be a system in place that clearly defines the 
communications data and the processes and tools used to collect the data. 
Programmatic Marketing 
Most performing arts venues plan two to three years out for certain genres (i.e. 
classical performance) and have a shorter planning timeline for other genres (i.e. rock and 
pop).  Marketing must correspond with the timelines of these artists and particularly be in 
the know when artists have been officially contracted so that press materials can move 
forward. This content for programmatic marketing could be disseminated via a season 
brochure and monthly e-newsletters for the first two years and then expanded upon. These 
two series of publications should also highlight past performances that were memorable 
and are relevant to modern day. These materials can be used both in marketing and in 
development for solicitations.  
Institutional Marketing 
  The War Memorial as an institution has a rich history. In the 1950s it was a 
premiere center for the performing arts. In the 2000s it sought to regain that stature. Today, 
it remains a place for civic engagement and performance. It is also a World War I Veteran 
museum. A local and national institutional marketing campaign could help restore its brand 
and make its history more well known. Exhibitions at local art venues could feature 
photographs of performances over the years and other memorabilia. Ellarslie, the Trenton 
City Museum would be an excellent setting for such an exhibition. Also, a national 
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campaign could feature a traveling exhibition of stories of Veterans experiences at the War 
Memorial and a collection of their photos in front of the building before they were sent to 
war. These two campaigns would promote the identity of the War Memorial as a valued 
historic space for performance and civic events in honor of veterans.   
Audience 
In terms of marketing and outreach efforts that may attract more people to come to 
the War Memorial efforts need to be made to diversify the audience. As more audiences 
become accustomed to coming to the War Memorial then efforts to broaden and deepen 
audience should commence. Two audiences that the majority of the arts community 
struggles to attract are Trenton residents and government workers.  
Government Workers 
In Trenton, come 4:30 p.m. the majority of government workers head for the 
highway. Most art events start at 6:00 p.m. or 7:00 p.m., if they are on a weeknight. Very 
few government workers can be found at art events in Trenton for this reason. Several 
members of the arts community have given up the effort of trying. In order to reach 
government workers, relationships must be established with leaders of departments and 
human resource officials. The government has Employee Resource Groups (ERG groups) 
who could co-sponsor events in arts venues. Happy hours could happen promoting people 
to relax and then go out and enjoy the arts. Human resources could send out events 
happening in Trenton announcements on a monthly basis. When I was in the Philippines, 
the Cultural Centre of the Philippines, (CCP) took this engagement a step further and 
government departments were encouraged to have performance groups.  From that point, 
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the CCP would host competitions of these groups, such as their Civil Service Choral 
Competition. I think empowering government employees to express and share their talents 
on such a beautiful stage can shift the attention of government employees to value and care 
about the arts and one another in Trenton.  
Trenton Residents 
There are certain neighborhoods in Trenton that frequent the Trenton arts scene. 
However, the average Trenton resident rarely comes out to performances. People need to 
feel that they are welcomed and valued when they go to venues. They also want to see an 
image similar to them marketed in materials. Most of all they enjoy being part of the 
conversation when it comes to program development, implementation and evaluation. In 
many neighborhoods in Trenton, there are people who do not leave their block. Therefore 
in some way the arts must come to them. Once the War Memorial is able to gain 
sustainability, education and outreach programs should be conducted throughout Trenton’s 
neighborhoods. Also, the way people are reached must be in a way that is convenient to 
them be it SMS (text messaging), social media, word of mouth or printed flyers. Materials 
should also be translated as there are a number of different linguistic communities in 
Trenton. 
Where the Marketing for the War Memorial Stands 
The War Memorial would be essential starting from ground zero in terms of 
marketing. There is content from past performances and there could also be content from 
agreements that have been signed for upcoming artists whose management is renting the 
facility. If the rental contract could be revised to require information more in advance, this 
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latter aspect could be more effectively marketed. As of right now, any adjustment to the 
contract must go through the State Museum, the Department of State and the Attorney 
General of the State of New Jersey. Even social media posts have to go through the State 
Museum and the Department of State. This bureaucracy needs to be addressed. Processes 
need to be streamlined in order to effectively market at all. The lack of marketing 
foundation may not entirely be a curse. It may provide opportunity for a solid marketing 
system to be in place, one that not only responds to the needs of today but to the needs of 
ten years from now, as well. This system must effectively communicate both the upcoming 
programs of the War Memorial and its institutional history and role as a pillar of culture in 
the city.  
Financial Needs 
 
As it is widely known, economies of scale are very hard to achieve with 
performing arts centers and performing arts companies, as classical forms of the arts have 
costs that continue to escalate while production remains leveled. It is impossible for 
performing arts centers to solely rely on ticket revenue alone to meet operating costs. 
Therefore, there is a need for PACS to have diverse streams of both earned revenue and 
contributed income.  
Today’s Expenses 
 
Performing Arts Centers around the size of the War Memorial generally have a 
staff of at least 100 people and an annual operating budget of $15-$20 million minimum. 
However, if the War Memorial were to be staffed at minimal capacity with a staff of ten 
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people, the annual operating budget would be about $1,000,000 per year. Also, a capital 
campaign of about $15,000,000 should be conducted over a three year period to provide 
sufficient financial capital for endowment and upgrades to the tech (sound, lighting, and 
other equipment). These amounts would allow the War Memorial to have some funds to at 
least present a small series similar to the one presented in the early 2000s and maybe funds 
for a city wide festival and funds to help subsidize the rental cost to incentivize former and 
potential resident companies such as the Trenton Education Dance Institute, DanceSpora, 
Passage Theatre and the Capital Philharmonic to rent the facility more often.  
Costs that will decrease overtime 
 
Certain administrative expenses in terms of operating may decline over time, as 
processes are able to be automated and costs shared via partnerships.  
Costs that will increase overtime 
 
Union fees at times may increase. A major expense that will increase at first will 
be technology. Whether it be a tech system for operations management, or the 
incorporation of tech in performance.  
Tomorrow’s Expenses 
 
Tech expenses will continue to grow. According the BBC, for performances that 
use the latest technology available, (technology that incorporates virtual reality), the price 
tag is set at a minimum $47,000 per performance. As technology becomes more widely 
available the price will go down. Even at 5% of this cost, the cost for technology alone 
would be $2,350. A 95% decrease, is also highly unlikely. However, there can be creative 
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ways to finance tech upgrades via partnerships with for profit companies.  
 
Technology Needs  
 
Overview 
The technology needs for performing arts centers usually reflect the needs of either 
the facility, performances, or operations. In terms of facility, this includes internet/wifi, 
sound, lighting, and broadcasting technology. These four areas are highly influential to 
whether an artist or performance company decides to engage with the PAC. The better a 
PAC’s reputation for high quality sound the more likely artists of high caliber perform. 
When thinking of performance, technology can add context and new dimensions, 
enhancing the meaning, accessibility and experience of the work. In regards to operations, 
technology can streamline processes, connect the work of various departments, enhance 
customer relations management, and can also be an avenue of earned revenue if 
productions, workshops, master classes or discussions are livestreamed and subscribed to 
or purchased. 
Internet/Wifi 
In today’s performing art centers, the internet and good wifi is usually a given. Not 
so at the War Memorial. There is no internet in the building. This lack of internet 
complicates ticketing, operations, services, and performances that require it. Investment in 
this technology should be a priority to the incoming management group.  
Sound 
The quality of the acoustics and sound is very important for performing arts 
centers. As noted above, artists decide whether to perform on account of this, also audience 
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members decide to attend. I remember when I lived in Washington, D.C. and heard from 
friends that the acoustics at the Daughter’s of the American Revolution Concert Hall 
(DAR) were awful. I decided as a potential audience member to see the majority of 
concerts at the Kennedy Center, Birchmere and the Lisner Auditorium at the time because I 
knew I could count on their acoustics versus being unsure at DAR. When PACs are built 
usually an acoustic expert is on board to make recommendations (Bryant, 2016). At the 
Musco Center at Chapman University, one of the top acoustic experts in the world (from 
Japan) was flown in to provide recommendations. When I was in the Philippines I learned 
the Cultural Center of the Philippines was using the expertise of the same person.  
The War Memorial for years has been well known for its acoustics to enhance the 
sound of orchestras. One attendee at this year’s New Year’s Eve Capital Philharmonic 
concert noted to a friend,   
“Did you notice there was no microphones, it was all natural sound (Anonymous, 
2016). 
 
However, recent attendees complain that the sound quality varies depending on 
where one is seated. NJPAC just enhanced their sound equipment January 2016. It is time 
for the War Memorial to do so as well, but this time not only funds are needed, an expert is 
needed to ensure the War Memorial gains the technology it needs for performances in the 
future. According to an interviewee the sound equipment at the War Memorial is outdated 
by 10-12 years (Stoute, 2016). However, there are two new digital consoles, one for sound 
one for lighting for the theater, that were recently received (Stoute, 2016). Sound 
equipment can be taken a step further, by enhancing the quality of experience in places that 
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are closer to the audience and also in unexpected locations where amenities can be found. 
In future years, this enhancement will be heard in more venues to improve experience. 
         Lighting 
 
Exterior building lighting, interior lighting in the house and stage lighting are all 
very important needs of performing arts centers. People need to feel safe getting to the 
venue. They also need to be able to see their pathway to the box office, seats and amenities, 
and this must be clear for both the usual entrances and exits and also the entrances, exits 
and pathways that are designed for people who have accessibility needs. Lighting upgrades 
also require regular enhancements, maintenance and expertise. At the War Memorial, 
although there is a new lighting console there are many issues as there has been a lack of 
maintenance on the equipment, taking months to repair. 
Broadcasting 
 
When a PAC gains the technology for live broadcasting, further capital is required 
and the reputation of the institution is enhanced. NJPAC for instance, through agreeing to 
host “America’s Got Talent” had its broadcasting technology upgraded to a high level of 
performance and quality, almost at no cost to NJPAC through the partnership with the NBC 
network.  
Virtual Reality 
 
Now when you go to see a film, a large number of the films are offered in 3D at a 
higher price. It makes audience members feel like they are there witnessing the experience, 
through the lens of talented cinematographers, videographers and animators. Imagine this 
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now for theater. In the U.K. one theater has done just that, creating a virtual reality 
experience that takes this experience one step further. Similar to virtual reality sports that 
could be found at Liberty Science Center, virtual reality theater brings in props, sets, and 
characters virtually. This is also seen with music performances. At Coachella, Tupac came 
back to life via hologram performance. Also, through technology, music artist Imogen 
Heap was able to take an orchestra with her via a pair of gloves. While these new 
technologies may be far off, the earlier PACs can raise funds for them and premiere works 
through them and the sooner certain PACs will be able to set themselves apart from the 
competition. PACs also can set themselves apart from the competition by using tech and 
data to improve the quality of their services. 
Operations 
  Customer Relation Management systems connect records of sales, marketing, and 
development so that Performing Arts Centers have a more accurate picture of their 
audience, members and donors. Tessitura was created by the Metropolitan Opera and now 
is licensed for a fee to performing arts centers throughout the world. While its internal 
interface may not be so visually appealing, the data it synthesizes helps PACs better know 
the interests and needs of their constituents. There are also many competitors to Tessitura, 
overall each of these systems helps streamline both customer and patron management as 
well as the internal operations of the organization.  
In addition to improving internal operations, arts organizations are also venturing 
into an area where technology is increasingly being used for the creation of products be it 
internet radio stream, live streaming, online classes or other performance or education 
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related products. These products create valuable earned revenue streams for arts 
organization, similar to the streams created by the software above if they are monetized and 
rolled out strategically. This technology for operations will be more accessible in the 
future, and may be required as expectations of an audience, customers and patrons rise.  
Space Needs 
Overview 
Performing Arts Centers need spaces that make sense for both the artists and 
audiences of today and those of the future. The more flexible the space is, the better it can 
be used for diverse functions. However, creative programmers and event planners can 
create exciting uses for existing traditional oriented spaces as well. Also, spaces are 
beginning to incorporate more virtual realms be it through the complex production of 
virtual reality experiences or a simple podcast or show that is live streamed. These virtual 
dimensions provide layers to further explore the work and develop it, as well in a way that 
may be accessible at one’s convenience. Audiences of both today and tomorrow are also 
looking for a more participatory experience to be in person of virtually.  
When people were instructed to join hands at a recent concert of the Capital 
Philharmonic the space became in a sense a bit more warm. In a way the spirit of 
community uplifted people’s hearts and the feel of the room. Today, audiences expect 
spaces to be diverse, some that are built in the more traditional proscenium theater structure 
with the seats slanted down in one direction to the stage, others where the seats and stages 
are all movable. 
History of the Physical Space of the War Memorial 
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  Similar to the Alliance Theater at the Woodruff Center in Atlanta, the Trenton 
War Memorial was created as a multi-formed space for opera, dance, ballet and orchestra 
with no particular tenant. Also in terms of seating, separated orchestra and balcony seating 
areas can create a social compromise. However, at least there is only one main entrance to 
the building in which most audiences enter through regardless of whether their seats are in 
the orchestra or balcony, unlike the Alliance Theater which has a separate entrance for 
balcony seats.  
In the 1980s air-conditioning systems were upgraded and during the renovations in 
the late 1990s many upgrades and modifications were done. Today, however the building is 
still experiencing significant deterioration. An investment of a capital campaign needs to be 
done and soon.  A capital campaign that will not only provide funding for the repairs 
needed but will also upgrade the space and technology at the Trenton War Memorial to 
meet the needs of tomorrow.  
The Neighborhood 
The War Memorial is situated on the edge of Trenton’s downtown. The 
neighborhood includes a hotel, a recording studio, the historic site of the Old Barracks, the 
State Museum, a bookstore, and a few restaurants. These spaces can be used in creative 
ways to promote both programming at the War Memorial and people going to shop at local 
businesses. In the words of Greater Trenton, Executive Director, George Sowa, 
“The Trenton War Memorial should cross market its programming with other arts 
and culture organizations in Trenton (Sowa, 2016).”  
 
          Location  
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One member in one of the focus groups on the War Memorial noted the location of 
the War Memorial seems like its back is turned on the city. Although near the downtown, it 
is on the edge of Trenton, located right off of Route 29. This location makes it convenient 
for visitors coming from the nearby suburbs who may prefer not to experience the grittiness 
of the city. However the building’s location and its physical appearance may make some 
local residents feel unwelcome. Efforts must be made to address these issues, to further 
connect the War Memorial to the city, and its downtown area and to make all people feel 
welcome, particularly Trenton residents. 
Today 
The physical space of the War Memorial, while quite beautiful, can feel cold and 
unwelcoming. There is also a sense of a “quiet” culture when the next generation of 
audiences yearn for opportunities to participate.  There is a level of comfort the seats 
provide seeped in tradition.  What about audiences that want to break tradition, how do you 
attract them, how do you make them feel welcome, how can the space meet their needs? 
Are physical changes required? 
In Detroit, the Fillmore theater asked these exact questions and as a result decided 
to redesign the entire interior space. A major difference from movies, though, is that,  
“you can open a movie on 1,000 screens or 5,000 screens, but a Broadway show is 
limited by the capacity of the theater”—and even though runs can be open-ended, “the 
buildings aren’t growing any new seats (Lambert, 2012).” 
 
 At Count Basie in Red Bank, they have embarked on a similar campaign,  
 
“The $20 million plan calls for the Count Basie Theatre, in its undertaking “The Future is 
Now” capital campaign, to raise the necessary money for such work as upgrades to the 
theater’s plumbing, ventilation and air conditioning systems, enlarging the stage, 
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installing a hydraulic orchestra pit, and upgrading lighting, as well as building additional 
restrooms and installing energy (Burton, 2015).” 
 
In Atlanta at the Woodruff Center, the redesigned Alliance Theatre is noted to 
promote a space that is welcoming with vertical circulation throughout and acoustically 
warm and beautiful sound that is both made for the human voice and can also be amplified 
with singing or music on top of that.  
War Memorial’s Space Needs:  
The present space needs that the staff of the War Memorial must address include 
improvements to the outdoor facade (banners, fixed fixtures (railings, etc.); repairs to the 
roof/draining system, tile restoration and sound isolation. Their staff should also explore 
how marketing can be designed for the interior and what virtual products and platforms 
could be possible. Other areas that should be discussed include seating and staging.  
Seating  
At this point the War Memorial should keep its current layout of seating, since 
there will likely not be significant budget to replace the seating anytime soon. However, 
these topics should be discussed: whether the seating is appropriate for audiences of 
tomorrow and whether the ballroom should be a space that is often transformed.  
Staging 
Staging should also be kept as is and cannot be expanded. Options to explore 
whether it is possible to expand the depth and height of the theater have been explored and 
such expansion has been found to not be possible. However, the staff should explore 
whether aspects of current staging can be enhanced to improve the performance space and 
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the experience of audiences (Kauffman Center, 2009).  
 
Recommended Path Forward 
Paths for Performing Arts Centers 
Performing Arts Centers need to be responsive and adapt to the changing needs of 
audiences.  These needs include providing experiences that are immersive and memorable. 
Experiences that are convenient to audiences and accessible. Each step to make a 
performing arts center meet the needs of tomorrow should be done, strategically. Having a 
channel to receive audience feedback can be very helpful in this endeavor.  Here is a 
recommended step by step process for performing arts centers to move forward: 
1. Assess projected needs of audience 
2. Prioritize goals that will project the PAC to meet present and future needs 
3. Assess external and internal capacity  
4. Raise necessary capital 
5. Implement innovations 
6. Monitor and evaluate progress 
There are five areas that PACs explore in terms of meeting the needs of tomorrow, 
they include: meeting the needs of changing demographics (linguistic and culturally diverse 
marketing and programming); incorporating social justice issues; applying technology in 
creative, innovative and productive ways; addressing accessibility and providing 
immersive/participatory experiences. Audience members need incentives to leave their 
home, enter the institution of performance and share their experience with their respective 
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networks. Performances should be offered that are accessible and respond to their needs.  
PACS with 1,800 seat theaters  
Performing Arts Centers with approximately 1,800 seats are in a unique situation. 
Due to the number of seats L.O.R.T. (League of Resident Theaters) high fees are charged 
by labors, as are higher artistic fees. However, artists who can bring in significant capital, 
may not be as interested as they may expect to play at a venue that has 2,500 to 40,000 
seats, unless there is a direct relationship with the presenter. Although the talent they attract 
may not fill the house at all times, if performing arts centers focus on making experiences 
interactive and memorable they could still attain high audience numbers and a loyal 
following. These PACs also have additional pressures to have diverse options for earned 
revenue.  
Trenton’s War Memorial 
Nonprofit Entity and Naming 
Nonprofit entities that are held in the public trust are able to finance their 
programming, operations and facilities costs via a mixture of earned revenue and 
contributed income. As nonprofits they also do not have to pay a corporation tax or pay 
sales tax on items that they purchase using their tax exemption certificate. This positions 
these entities well to meet the complex business models and pressures that are inherit in 
performing arts centers. 
The operational structure at the War Memorial has changed over time. It started as 
an entity run by a citizen run commission, owned and operated by the City and the County 
(each would appoint members to the commission. When the State took it over, in 1989 it 
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became State owned and operated. In 2001, the then executive director, a government 
employee, sought nonprofit status for the Patriots Theater Foundation. This entity enabled 
the War Memorial to present its own series entitled the Kaplan Series, named after the 
architect of the building, whose daughter made a significant contribution at that time.  It 
also enabled the War Memorial to present matinee performances to Trenton’s youth as well 
through partnerships with the public schools. However, this entity name has confused many 
people. After renovation the Patriot’s Theater was named. Today many people throughout 
the performing arts field refer to the venue as Patriot’s Theater rather than the War 
Memorial.  
Overtime, entities have been requested to apply to run programs and operations. 
Most recently, in 2011 and 2012 there was an RFP for a private sector entity to run 
programs and operations. Only two commercial entities applied, no non for profit entities. 
In order for the War Memorial to be sustainable over time, the non profit model, which has 
the advantages noted above, would be the best option moving forward.  
In addition to being run by a non profit entity, as noted above something has to be 
done with the name to make it more clear. Patriot’s Theater is a theater within the War 
Memorial, but the War Memorial has many additional rooms including the 400 to 500 seat 
ballroom that is equipped with sound and a balcony and a stage. The best name to move 
forward with would be the War Memorial Center for the Performing Arts, unless there was 
a donor, who was in a position to make a significant gift in the range of $20 million or 
more, under which case naming rights could be negotiated. However, as long as the 
building is run by the State government of New Jersey, no individual’s name can go on any 
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aspect of the building. Although, projects could be created in honor of donors, which is the 
path followed by the John F. Kennedy Center for the Performing Arts. 
Practical steps would include:  
Creating the non profit entity and associated policies and procedures; negotiating 
with the Department of State; creation of initial marketing materials; securing pledges of a 
minimum of $2,000,000; hiring initial staff; creating and executing a memorandum of 
understanding between the non profit entity and the Department of State. Here are nine 
more recommended steps (most of which should be done concurrently with the others): 
Step one: Organizational restructure with the focus based on customer experience 
The War Memorial is also in a unique position having only two staff members. This means 
that the entire staff structure could be examined, innovated and designed to reflect the 
needs of experience rather than a hierarchical structure.  
         Paths to Restore: 
Step two: Restoring market demand - The first step would be to assess the market, (for 
initial information see the survey questions noted in Appendix C). There should also be a 
deeper level of assessment conducted over time. After the assessment, initial marketing 
materials should be produced and distributed to complement fundraising efforts 
Step three: Raising adequate funding resources - Prospect research can start from 
prospects of nearby organizations and similar organizations both statewide and nationwide 
can be gathered (both performing arts organizations and veterans organizations), a 
comprehensive prospect tracking system should be in place, connections can be noted, 
introductions can be made, fundraising should begin with the goal to raise pledges of $2 
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million. 
Step four: Building political will- meetings with political officials on war memorial 
progress should be made on a regular basis, a Memorandum of Understanding (MOU) with 
state government should be created and well detailed with roles, ownership and 
responsibilities well defined, relationships should be cultivated with local, state, and 
national political officials 
Step five: Fostering and recruiting leadership- strong, transparent leadership is essential for 
the War Memorial to move forward, positions should be well defined and recruited 
employees should reflect excellence in leadership regardless of their position. Processes 
and policies should also be in place for both internal and external communications and 
reporting structure. Organizational structure should be based on the experience of the 
audience/donor and each member of staff should feel that they are heard and that their 
contribution is valued 
Step six: Creating and implementing an artistic plan- A four year artistic plan should be 
created with a mixture of genres and disciplines that respond to the following areas: 
international, community inspired, immersive and tech-based. 
Step seven: Facility maintenance and repairs- The facility first and foremost needs 
required maintenance done and maintained. Leaky roofs must be repaired, along with the 
steps, railing and some seating. Secondly, options to rent out the facility to community 
members, companies, government agencies, arts groups and other civic groups should be 
explored. Accessibility improvements must also be made, particularly getting the freight 
elevator working again.  
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Step eight: Brand/identity promotion- Name must be secured along with the associated 
copyright and trademark rights. Institutional marketing plan for two years should be 
planned out including media that focuses on the rich history of the War Memorial and its 
current place in its role to further economic development and tourism in the city of Trenton 
and present meaningful, memorable performing arts experiences. Print, web, social media 
coverage complete with targeted advertisements are necessary. 
Step nine: Tracking and measuring improvements to Trenton’s image and economy): 
System in place to assess impact as it happens, and an assessment to record impact War 
Memorial has had up to this point. This effort can also be tied to the brand/identity, 
promoting Trenton as a destination for the performing arts and civic engagement.  
 
CONCLUSION 
 
 
 
While the War Memorial is a unique situation considering the number of obstacles that 
block sustainability for the time being, benchmarks show that it is possible for a PAC that has a 
1,800 seat theater in an urban setting to survive and in rare instances thrive. Market demand, 
funding resources and political will must be in place, as well as quality leadership, policies and a 
level of acceptance towards innovation and breaking convention. 
Market Demand 
Market demand according to the literature review requires quality programming, that is 
aggressively marketed to people in context they understand, in some cases may not expect and 
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through channels that are convenient and accessible to them. Michael Kaiser noted the 
importance of this combination of strong programming and marketing. Adam Huttler expressed 
his belief to go beyond Kaiser’s point of view and re-think conventions on what are the products 
we present and/or produce and the distribution methods we get that work out to the world. Steve 
Stoute discusses how the arts can increase market demand for a product, be it a concert series, or 
a creative script that ties two fields together. Liz Streb notes the importance of creating an 
atmosphere of unexpected fun around and within a performance.  
Archival research has shown that very minimal research has been done to access the 
market of the Trenton War Memorial to determine what the needs are of the audience and 
potential audiences within and beyond the Greater Trenton area when it comes to deciding to go 
to see a performance, attend an event or rent the venue. A few surveys were conducted in the 
early 2000s and found that 30% of the visitors to the War Memorial came from Pennsylvania, as 
Trenton is just across the Delaware River. The survey, focus groups and interviews I conducted 
expanded upon this initial market research. The surveys and interviews demonstrate significant 
community interest in seeing more frequent performances at the Trenton War Memorial and 
even reflect interest in renting the venue. However, additional research would be required to 
fully determine market needs so that both programming and marketing could effectively reach 
both Trenton residents, visitors and other stakeholders in ways that are accessible and convenient 
for them and through programming and marketing that reflects their genuine needs and interests.  
Artistic programming has to be carefully thought out to be successful at a venue that has 
an 1800 seat theater and other multi-purposes spaces. As artist fees are high there needs to be 
ancillary sources of revenue be it from concessions, parking or another revenue source. Also, 
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commercial productions may need to be presented in order to balance out losses from more risky, 
innovative, adventurous programming. An ideal season may be a balance of commercial works, 
community responsive works, and international works. The more the community and other 
stakeholders can be included in the planning and marketing process the better. Marketing also 
needs to be innovative and incorporate the terminology of various audiences be it through 
translations or discovery via dialogue. Once market demand is there, it must be effectively 
cultivated over time, and be connected to larger issues. In Trenton, one of the top issues is the 
perception of safety in the city. Strategic marketing of programming at the Trenton War 
Memorial and the Trenton War Memorial as an institution for both performances and civic 
events has the power to help change this perception. 
Funding Resources/ Funder Cultivation 
A change in perception is also required through the eyes of funders. Funders often require 
track records, institutions to prove themselves to be sustainable at least at a minimal level, and 
demonstrate some type of return of investment to granted funding support. The State Theater of 
New Jersey in New Brunswick, N.J. was well positioned to receive funding support. The 
pharmaceutical industry, Rutgers University and a few other agencies of philanthropic support 
helped that 1,800 seat theater become sustainable over time. NJPAC with line items in 
government budgets, significant private sector support from both corporations and individuals 
and strong earned revenue generations has been instrumentally able to grow dynamically. The 
core funding support for the Trenton War Memorial has primarily been through government 
resources. This must change. Funding resources need to be balanced to be sustainable and not 
overly dependent on one source. In the current administration, the lack of the Trenton War 
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Memorial as a priority has been detrimental due to this dependency and the lack of resources 
across the board. Through interviews many shared that funders have very minimal interest in 
investing in Trenton and if they do invest it is primarily in attracting developers to the city. In 
order for developers to see the city as a place to invest in, the rejuvenation of the arts and cultural 
sector is required. Taking all of this into account it will be quite some time until funder 
confidence is restored to invest more substantially in non profit organizations based in Trenton. 
Greater Trenton is assisting this to a degree, but even if funding were to return one might ask 
whether there would still be enough funding to sustain organizations. As noted through my 
interview with the head of the Council of New Jersey grantmakers, total funding in New Jersey 
does not even come close to the funding budget of a city like Philadelphia, PA for instance. 
Therefore, a capital campaign for the Trenton War Memorial and other institutions its size 
definitely must include the following two things. The first funding must go beyond state borders 
and beyond the arts sector. The Trenton War Memorial is well positioned not just to tap arts 
related resources, but also resources related to economic development and veterans groups, 
similar to the path that the Museum of the American Revolution has in Philadelphia, PA. Also, 
earned revenue generators and cost cutting measures must be explored both creatively and 
strategically. Lastly, funders within the state who make gifts nationally must be convinced of the 
value of investing locally within the state, at higher amount more frequently.  
Political Will 
Politicians must also be convinced of the value of supporting and advocating for the 
Trenton War Memorial, the value of the arts and the value of creative economic development in 
spurring growth and development in the capital city.  
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In the current administration, this value is ignored. Greater emphasis is placed on 
showing up to PACs when they are thriving, i.e. when Count Basie crossed the halfway point for 
its $20 million capital campaign, and when NJPAC had its groundbreaking for its real estate 
venture. There is a proposal that is currently being ignored to conduct programming in the 
Trenton War Memorial George Washington Ballroom.  Hopefully, this value will be emphasized 
in the transition plan for the incoming State government in 2017-2018. By 2019, the Trenton 
War Memorial hopefully will see a pivotal turn in political support. If this happens, a nonprofit 
entity should be ready to step up, cultivate relations and put forth a proposal to program and 
operate the venue. Resources also must be pledged in advance of that proposal. Once the 
proposal goes forward, political will should be fostered if adequate resources are acquired.  
 
Political relations can be cultivated over time. The literature review provides the example 
of how effective direct engagement with political officials can be in achieving objectives and 
garnering support. When a community relations leader participates in government task forces 
especially on important issues such as faith and community relations public officials take notice. 
Also, having the Mayor speak at events on issues pertinent to perception such as safety can also 
be a great strategy as it illustrates the Mayor and his cabinet’s support of both the institution and 
the city and addresses a social issue at once. Partnerships can also be structurally driven when a 
government agency is involved as a partner, as illustrated by the structure of the John F. 
Kennedy Center for the Performing Arts in which the government covers repairs to the facility 
and the salaries for facilities staff, as it is also a national, living memorial.  
Political leaders are not the only public officials to cultivate relations with. Government 
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employees are also important stakeholders to reach out to especially for PACs based in state 
capitals. In Trenton, the Sun Bank Center (Comcast Spectacor) offers government employees 
discounts to performances and events. In the Philippines the CCP encourages government 
agencies to have their employees engaged in the arts and then the CCP hosts showcases and 
competitions of these groups, i.e. Civil Service Choral Competition.  
Over the course of time, political will support for the Trenton War Memorial has been 
fickle. No efforts to reach out to government employees, at least through my research have been 
offered. State support obviously peaked during the Kean era, as the Trenton War Memorial 
transitioned from City and County ownership to State ownership. It is also important to note that 
it has reached a very low point due to the lack of interest of the current administration in the 
venue. Although, the State has invested a small amount of funds to upgrade sound and lighting 
consoles, it has communicated to various people that it views the facility as simply a rental 
facility that is mostly closed. Despite this dark outlook, hope to rebuild political will remains, but 
must await the next State government administration. 
Leadership 
Hope to rebuild leadership at the Trenton War Memorial also remains. Many leaders of 
PACs researched included in the literature review note the importance of skilled leadership and 
transparent and good governance. Donna Walker Kuhne, said strong leadership had quite a role 
in attracting her to her role at NJPAC, leadership that attributes success to robust community 
relations. At NJPAC, leadership has played an instrumental role in attracting not only key leaders 
from other institutions but also as noted above in fostering market demand, and in increasing 
both philanthropic support and political will for the institution. Caren Franzini and George Sowa 
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both of Greater Trenton, noted that leadership will be crucial in the future to not only the success 
of the Trenton War Memorial, but in organizations and companies throughout Trenton, as well as 
within the city and state government agencies based in the city. Sally Lane further echoed this 
importance of leadership, stating that it will be required in order to effectively streamline 
services and other operations.  
Breaking Convention  
Leadership must not only practice good governance in policies and decision making but 
also demonstrate adaptability to incorporate the innovations of tomorrow. This is particularly 
important when thinking about the conception and utilization of space, the effective promotion of 
value and the incorporation of new technologies. Huttler hints to this in his rebuttal to Kaiser 
noting that breaking convention will be required in addition to quality programming and 
aggressive marketing.  
Younger generations have different expectations of each of these three areas. Ragsdale 
and Von-Pedersen speak to this when addressing this generation’s wants in terms of experiences 
that are participatory, unexpected and memorable. Both highlighted ways not only programming 
could be participatory but how events from planning to learning can be incorporated in 
participatory ways before and after performances, and Ragsdale additionally noted how 
amenities can also contribute to this participatory experience. Similar to both of their notions, a 
focus group participant noted his preference of a music club versus a space of traditional, 
classical art forms. Ragsdale’s example of the American Repertory Theater structure for their 
club like atmosphere, as well as, the Brooklyn Academy of Music’s Cafe/Club speaks to how 
this want can be addressed at a PAC that has multiple spaces. The George Washington Ballroom 
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might be the perfect space for such a participatory performance at the Trenton War Memorial.  
There is also a shift in the perception of this generation’s value for the arts. This can be 
reflected in their interest to support arts and other forms of activity that are tied to social justice 
issues, as well as their interest in purchasing single tickets very close to the time of the event and 
their want to customize programming they see (shows that are presented) according to their own 
choice. PACs must continue to think of innovative ways to tie the work that they do to address 
these needs and wants and also need to figure out ways to best promote the value of current and 
future programming. Sometimes this might mean exposing audiences to new things, such as 
performances in conventional spaces, creative/innovative partnerships with social justice 
organizations, and customizable subscription packages. As noted in the literature review, the 
Alvin Ailey dance group promotes customizable subscription packages that are customized as a 
potential visitor takes a survey. Elizabeth STREB introduces other items of value when she 
incorporated a cotton candy machine at a performance (enhancing the value of experience). The 
Brooklyn Academy of Music regularly ties performances that reflect issues of social justice, 
particularly in its Next Wave festival. 
In addition to these two shifts of perception, the next generation also has different 
expectations of experience. They look to be included more in the planning and programming 
processes, with particular interest in participatory work. Work that empowers them to 
read/sing/rap lines, act out parts and experience performances that stretch their comfort zones. If 
a season is planned for the War Memorial, ideas should be bounced off interested members of 
this generation. At least a couple of presentations should have participatory elements, and at 
some point a full fledged festival focused on immersive performances could come to fruition. 
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Immersive experiences cannot just take place in the George Washington Ballroom, but also 
within the confines of the Patriot’s Theater and other spaces inside and outside the walls of the 
Trenton War Memorial. Such performances would not only provide one-time memorable 
experiences but also create an attraction and loyalty among this generation. This buy-in would 
encourage support for the coming years, to sustain the entity running the Trenton War Memorial. 
In New Jersey, very few venues present immersive experiences and to have a season that 
includes it as a central focus would set the Trenton War Memorial apart from other regional and 
local options, making the Trenton War Memorial a destination for immersive experience.  
Next Steps 
A non profit entity is recommended to be set up that would first be operated as a “Friends 
of Entity” then later as a full fledged entity in charge of programs and operations. This entity 
should take the following actions: undertake additional feasibility, market and economic impact 
studies; develop initial marketing materials to solicit early pledges which can be drawn up from 
the history of performances in the past five years; solicit early pledges; and draft and negotiate a 
memorandum of understanding that would leave ownership and facility operations with the State 
government but provide seed funding for embarking on the development of series followed by 
the development of a full artistic season. Initial losses will have to be subsidized, but hopefully in 
time through diversifying the contributed income and earned revenue sources the Trenton War 
Memorial will be able to attain a level of sustainability. 
The community would like to see more frequent programming and hopefully through 
these actions their aspirations can come true. The Trenton War Memorial, is Trenton’s treasure 
of a Performing Arts Center, and will require these steps and their support to move forward and 
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not become a relic of the past. Preservation will require market demand, political will, funding 
resources, strong leadership and breaking convention. If successful, it will prove that even a PAC 
in extremely dire circumstances can be sustainable.  
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Appendix A – List of Interviewees 
 
APPENDIX A:  
 
List of People Interviewed 
 
Name Role, Organization Date Type of 
Interview 
Caldwell-
Wilson, Marge 
Councilwoman,  
City of Trenton 
August 21. 
2016 
In-person 
Cahill, Cathy President and C.E.O., Mann Music 
Center 
April 15, 
2016 
Telephone 
Carten, Andrew Former City Planner, City of Trenton July 6, 2016 In-person 
Cronheim, 
Carol 
Former Assistant Secretary of State, 
State of New Jersey 
July 26, 
2016 
In-person 
Ehman, Donald Program Officer, New Jersey State 
Council on the Arts (former General 
Manager of the Trenton War Memorial) 
November 
30, 2016 
Telephone 
Franzini, Caren Greater Trenton, Board Chair and former 
head of the New Jersey Economic 
Development Authority 
March 14, 
2016 
In-person 
Gilmour, Tom Executive Director, Trenton Downtown 
Association 
September 
3, 2016 
In-person 
Gusciora, Reed Congressman July 8, 2016 Telephone 
Ivey, Jacqui Co-owner, Trenton Conservatory 
Mansion 
November 3, 
2016 
In-person 
Kluger, Joseph Principal Consultant, Wolf Brown 
(former General Manager of the 
Philadelphia Orchestra) 
May 20, 
2016 
Telephone 
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Lane, Sally Board Member, Trenton Historical 
Society 
April 15, 
2016 
In-person 
Lavine, Charles Former, Executive Director, Trenton 
War Memorial 
 In-person 
Lockwood, Bill Special Projects Director, McCarter 
Theatre 
March 10, 
2016 
In-person 
Maywar, Eric Economic Development Specialist, City 
of Trenton and Owner, Classic Books 
July 12, 
2016 
In-person 
McDonough, 
Molly 
Former Executive Director, Trenton War 
Memorial 
July 14, 
2016 
In-person 
Miller, Allison Former Assistant Secretary of Treasury, 
State of New Jersey 
August 23, 
2016 
Telephone 
Miller, Scott Owner and Producer, Exit 7A July 15, 
2016 
In-person 
Mills, Bill VP Operations, Kauffman Center for the 
Performing Arts 
October 28. 
2016 
Telephone 
Nutter, Bill Interim Executive Director, Trenton War 
Memorial 
July 14, 
2016 
In-person 
O’Reilly, 
Margaret 
Executive Director, State Museum, State 
of New Jersey 
  
Oliveira, 
Claudio 
General Manager, Sun Bank Arena 
(Comcast Spectacor) 
November 7, 
2016 
Telephone 
Ortiz, Alexis Tour Manager, Producer, Lisa Booth 
Associates 
July 5, 2016 Social Media 
messaging 
Paleologos, 
Nicholas 
Executive Director, New Jersey State 
Council on the Arts 
January, 7, 
2016 
Telephone 
Palmer, Former Mayor, City of Trenton November Telephone 
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Douglas 30, 2016 
Parran, Damion Managing Director, Passage Theater July 13, 
2016 
In-person 
Roth, Don Executive Director, Mondavi Center for 
the Arts at U.C. Davis 
November 
11, 2016 
Telephone 
Sowa, George Executive Director, Greater Trenton November 3, 
2016 
In-person 
Stacks, Nina Executive Director, Council of New 
Jersey Grantmakers 
 Telephone 
Stotts, Mike General Manager, Hartford Stage August 10, 
2016 
Telephone 
Stout, Joey Union Technician, Trenton War 
Memorial 
November 
13, 2016 
Telephone 
Teti, Gloria Board Chair, Capital Philharmonic November 2, 
2016 
In-person 
Thomas, 
Lynette 
Consultant, AMS Consultancy Group August 11, 
2016 
Telephone 
Turner, Shirley U.S. Senator September 
1, 2016 
Email 
correspondence 
Walker-Kuhne VP, Community Relations, NJPAC July 5, 2016 Telephone 
Wells, Nina Former Secretary of State, State of New 
Jersey 
October 4, 
2016 
In-person 
Wilkerson, 
Jeffrey 
City Planner, City of Trenton July 13, 
2016 
Telephone 
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Research Protocol: 
Interviews:  
Interviewees had some association/ involvement with one or more of the following areas: 
The Trenton War Memorial; The City of Trenton; Performing Arts Centers 
Questions for interviewees varied and were unstructured.  
Surveys:  
Survey respondents were initially selected through the authors personal contacts in community 
and later a few of the respondents shared the survey with their networks, creating a snowball 
effect. The diversity of respondents reflected:  
Most key community members, including ones the author did not have direct contact with 
completed the survey. 
Focus Groups: 
Three focus groups were held at two different locations at three different days/times. Participants 
were a subset of survey respondents who expressed interest in being part of the focus group. 
Focus groups included people who had been to the Trenton War Memorial more than once, only 
once and never. The same set of questions was presented at all three sessions. 
 
 
 
 
 
 
 
 
 
Appendix C – Focus Group and Survey Questions 
 
Focus Group Questions: 
1. Does the War Memorial's design as a venue, make you feel welcome? 
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2. If you have been to the War Memorial, what was your most enjoyable experience? 
 
3. How can the staff of the War Memorial improve your experience as a visitor? 
 
4. Have you had any participatory experiences at the War Memorial? 
 
5. If you have not been to the War Memorial, what makes experiences enjoyable for you? 
 
6. Do you prefer experiences you watch, experiences you participate in? 
 
7. What type of performing arts experiences do you wish happened in Trenton? 
 
8. What amenities are most important to you when you go out for an event? 
 
9. What has been your most memorable performing arts experience? 
 
10. How could performances at the War Memorial better accommodate your life & schedule? 
Survey Questions: 
1. Please enter your contact information. 
2. Have you been to the War Memorial? 
3. If you have been at least once, are you willing to go to another performance or event there? 
4. What types of arts events do you attend? (Select as many as you wish). 
5. How often do attend performances? 
6. Would you be willing to attend more performances/events than you currently do? (Could include 
performances of the same show or a variety of shows). 
7. Do you see live performing arts at other venues in New Jersey 
8. If yes, which venues? (Please state the venue name and the 
city).  
9. Do you feel informed of events that happen at the War Memorial? 
10. How do you primarily find out about events/performances? 
11. What day/time do you prefer to see performing arts events? 
12. Would you prefer to have more choices for types of performances? 
13. What type of performing arts would encourage you to visit Trenton? (Click as many as you 
wish). 
14. Do you prefer to purchase individual tickets or tickets to a series of events? 
15. How much time in advance do you purchase tickets? 
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16. Would you be interested in attending pre-show or post-show discussions? 
17. Would you be interested in youth performing arts classes, if they were offered at the War 
Memorial? 
18. Would you be interested in adult classes in the performing arts presented at the War Memorial? 
19. Would you be interested in renting space at the War Memorial? 
20. How do you get to the War Memorial? 
21. If you drive, how important is good parking to you? 
22. How familiar are you with the restaurants that are close to the War Memorial? 
23. Do you feel safe parking and entering the War Memorial? 
24. What is the highest amount are you willing to spend on a ticket for a performance? 
25. How much do you usually spend on snacks and refreshments, when you go to performances? 
26. What type of music do you buy or listen to? (Select as many as you wish). 
27. Do you practice the performing arts? 
28. Would you be willing to participate in a focus group? 
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Appendix D - Chart of Trenton Performing Arts Venues Competitive Analysis 
Venue Operating Budget Types of Acts Presented # of Seats # of 
Presented 
Events 
Avg 
Ticket 
Price 
Avg # of 
Rentals 
 
 
 Rental Fee 
Candlelight Not disclosed Jazz ~50 150+ $20  Not 
disclosed 
Not 
disclosed 
 
 
Championship Bar Awaiting Indie Rock, Punk ~100 Awaiting Awaiting Awaiting Awaiting  
The Conservatory $35K Jazz, plays, concerts, 
spoken word, rehearsal 
dance and music space 
80-110 + 
outdoor 
space 
20-Apr $15  $100-
$150 per 
hour 
100-120  
Mill Hill Saloon Awaiting Indie Rock, Punk Awaiting Awaiting Awaiting Awaiting Awaiting  
Passage Theater $450K Plays 100 ~80 $25  n/a n/a  
Sun Bank Arena Not disclosed Pop, rock, r and b, 
circus, other events 
8,600 but 
depends on 
configuratio
n 
95-105 ~45 Not 
disclosed 
Not 
disclosed 
 
 
Trenton Social Awaiting Indie Rock, Comedy, 
Folk, Dance Hall 
Awaiting Awaiting Awaiting Awaiting Awaiting  
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Appendix E -  Chart of Regional Performing Arts Venues Competitive Analysis 
Venue City  Populatio
n 
MMHI Operating 
Budget 
Types of Acts 
Presented 
# of 
Seats 
# of 
Presented 
Events 
Avg 
Ticket 
Price 
Avg # of 
Rentals 
Income 
from 
Rentals Rental 
Fee 
Bergen 
PAC 
Englewood ~27,000 $73,249  $8 million a diverse 
spectrum of 
genres, artistic 
disciplines 
and cultures 
(Rock to 
Classical to 
Dance to 
Comedy) 
1.367 More than 
200 
$39-
$$159 
($99) 
$4,000  ~80 $306,301  
(*Figures 
from 
website 
and 2015 
990) 
Bucks 
County 
Playhous
e 
New Hope `2,500 $100,12
2  
$2.5  millio
n 
live theatrical 
productions 
and other 
important 
entertainment 
and 
community 
events 
~400 Not 
disclosed. 
$35-
$$55 
($45) 
Not 
publicly 
disclosed
. 
Not 
publicly 
disclosed
. 
$5,928  
Count 
Basie 
Red Bank ~12,000 $101,47
4  
$10 million Spectrum of 
quality 
entertainment 
and 
performing 
arts 
1,568 Not 
publicly 
disclosed 
$30-
$80 
($55) 
$4,500  Not 
publicly 
disclosed
. 
$122,719  
MayoArt
s 
Morristow
n  
~18,500 $101,12
6  
######## Comedy, 
Contemporary
, Jazz, Dance, 
World, 
Wonder, Kid’s 
programming 
1,319 $205  $59  $4,000  15 $100,000  
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McCarter Princeton ~28,500 $107,07
1  
$16 million World class 
theater, and 
performing 
arts (dance, 
music, 
comedy and 
circus) 
including pop 
and rock and 
world music 
artists) 
1,300 
and 
300 
~200 $25-
$83 
($54) 
Not 
publicly 
disclosed 
Not 
publicly 
disclosed 
$323,400  
NJPAC Newark ~278,400 $34,012  ~37.5 
million 
World Class 
Performing 
arts, 
(orchestra, 
recital, dance, 
pop, variety, 
jazz, other 
disciplines 
performed by 
local, national 
and 
international 
artists) 
2,868 
and 
500 
415 
performanc
e and non 
performanc
e events 
$50-
$80 
($65) 
Not 
publicly 
disclose 
Not 
publicly 
disclosed 
$1, 135, 
216 
State 
Theater  
New 
Brunswick 
~55,800 $38,399  11 million Broadway 
tours, classical 
series, jazz, 
soul, 
rock,  folk, 
comedy 
~1,80
0 
143 
mainstage 
events 
$25-
$-$75 
(~$50
) 
Not 
publicly 
disclosed 
45 ~$330,00
0 
  
 159 
 
 
 
Appendix F - Chart of Options Management Analysis 
Options Analysis 
Management and 
Facility Option 
Positives Negatives Potential Cost 
Close the Venue Operating costs would 
decrease, as would 
some facility costs 
Access no more.  Bonds of thirty years 
would be due 
immediately, cost to 
shut-down current 
operations 
Commercial Entity 
(Programs and 
Operations), State 
Government (Facility) 
Streamline operations, 
possibly foster 
innovation, perhaps 
tech upgrades would be 
expedited 
Not eligible for 
contributed income, 
unsure if historic code 
would be kept up, lack 
of diversity in 
presentations 
$1 million or more per 
year for operations, 
censorship of what can 
be presented (specific 
roster gets preference); 
$250,000 facility 
Commercial Entity 
(Programs, Operations 
and Facilities) 
Streamline operations, 
possibly foster 
innovation, perhaps 
tech upgrades would be 
expedited, labor 
practices for facility 
workers (janitorial staff, 
etc.) may be a concern 
Not eligible for 
contributed income, 
unsure if historic code 
would be kept up, lack 
of diversity in 
presentations 
$1 million or more per 
year for operations, 
censorship of what can 
be presented (specific 
roster gets preference) 
NonProfit Entity 
(Programs and 
Operations), State 
Government (Facility) 
Coordination of 
programming and 
marketing, could induce 
growth, eligible for tax 
exemption status and 
contributed income 
May take longer than 
commercial entity to be 
sustainable 
Startup funds $700,000 
NonProfit Entity 
(Programs, Operations 
and Facilities) 
Coordination of 
programming and 
marketing, could induce 
growth, eligible for tax 
exemption status and 
contributed income 
May take longer than 
commercial entity to be 
sustainable 
$250,000 for facility 
Startup funds $700,000 
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Partnership with Hotel More convention style 
events, discounted rate 
for hotel rooms, more 
space options, music as 
room service 
Catering may be 
exclusive, hotel may 
encourage on what is 
presented and when 
$250,000 for facility 
Startup funds $300,000 
Merge with local 
nonprofit entities that 
have similar mission 
Share in admin costs 
and programming costs, 
coordinated marketing, 
programming and 
events 
L.O.R.T. costs, 
sustainability issues, 
may impact 
vision/mission 
$250,000 for facility 
Startup funds $700,000 
TDA  (Programs and 
Operations), State 
Government (Facility) 
May program small 
series of events, events 
may attract new 
audiences and cultivate 
existing audiences, any 
programming 
happening in addition 
to rentals would be 
helpful to make case  
May not make much of 
an impact, may limit 
other options of 
management to be 
explored 
$150,000 for concert 
series 
University (Programs 
and Operations), State 
Government (Facility) 
University may offer 
financial stability, 
students as built in 
audience 
Bureaucratic system, 
hard to be a priority, 
may have pressures that 
impact artistic vision. 
Both systems may not 
work well together or 
separately in terms of 
operating a presenting 
entity. 
$250,000 for facility 
Startup funds $900,000 
University (Programs, 
Operations and 
Facilities) 
University may offer 
financial stability, 
students as built in 
audience, larger pool of 
funders possibly for 
capital campaign 
Bureaucratic system, 
hard to be a priority, 
may have pressures that 
impact artistic vision.  
Startup funds $900,000 
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Appendix G - Chart of Operation ProForma 
  
Operation ProForma 
  # of 
Event
s 
Seats Avg 
Ticket 
$ 
Total 
     
Broadway 
Plays 
2 1500 $60  $180,000  
Holiday 
Production 
2 1600 $50  $160,000  
Symphony 
Orchestra 
4 1000 $50  $200,000  
Symphony 
Pops 
1 1400 $50  $70,000  
Concert 
Rental 
10 600 $0  $0  
Concerts 
Presented 
20 800 $30  $480,000  
Student 
Works 
12 1000 0 0 
Community 
Events 
20 400 $0  $0  
Commercial 
Rentals 
30 600 $0  $0  
Dance Recital 5 1000 $10  $50,000  
Graduations 3 1700 0 0 
TOTAL       $1,140,000  
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APPENDIX H: FULL HISTORY 
  The War Memorial is Trenton’s place for performing arts and civic events. It was 
built in the late 1920s to early 1930s and was opened to the public in 1932.  The center was 
created with the mission to present both performing arts and community events.   
Original Interest and Need for a PAC: 
  From 1920 to 1950, Trenton was seen as a booming city where lots of economy 
activity happened; there were extensive retail businesses including department stores, and 
after the great depression was over, people gained more disposable income to invest in 
experiences that included the arts.  In the early 1920s, there was community interest among 
key stakeholders to create a performing arts center to replace the Taylor Opera House. This 
impetus for the War Memorial’s creation was initiated by the then mayor of the City of 
Trenton during the mid 1920s (Delany, 1962).  In 1924, the then Mayor of Trenton, 
Frederick Donnelly, conceptualized the idea for a civic center to commemorate the local 
veterans who fought in the World War I.  
A Commission is Created and the Trenton War Memorial is Built 
Shortly after conceptualizing the idea, Donnelly appointed a citizens’ committee to 
plan the memorial. The committee became the War Memorial Commission (a commission 
of nine members: two City of Trenton representatives, two Mercer County government 
representatives and five laymen) and included: John A. Campbell, General Edward Murray, 
Freeholder Alex Crawford, Judge James Kerney, City Commissioner Edward Lee, 
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Freeholder Harry Hough, Louis S. Kaplan (architect), William S. Borden and Edward C. 
Rose Jr (War Memorial Commission is Ready to Act, 1928).  
Here is a picture of these original commission members with the Mayor: 
 
  Figure 1: War Memorial Commission Members, Trenton, NJ 
The committee proposed the design of a court of honor leading to a grand 
auditorium. The state bought a tract of land for the War Memorial for $100,000. It was 
formerly the grounds of the Trenton Folding Box Company, and prior to that was a saw 
mill. It was built from the late 1920s to 1931. A public fundraising campaign started 
Friday, November 4, 1927 and ended a week later. World Heavyweight Champion Gene 
Tunney started the campaign, leading a parade through Trenton. Contributions ranged from 
25 cents to $25,000 from Siegfried Roebling, which he later doubled, then tripled. The total 
amount raised was $418,853. The funding also included $87,000 in pennies fundraised 
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from contributions made by school children throughout New Jersey. A program celebrating 
the 75th Anniversary of the War Memorial noted the following: “The original fundraising 
campaign for the War Memorial included donors from every walk of life: John Heffler 
pledged $5, describing himself as “a veteran of the German army;” the Kuser School’s 
eighth grade class contributed $6.45; Hotel bootblack Charles F. Mason pledged $25; and 
Mrs. Anclien of Brunswick Avenue, a Gold Star mother sent 50 cents.” (Lane, 1983)  
 
Figure 2: An Architectural Drawing of the War Memorial Building, Trenton, NJ 
The architecture firm of William A. Klemann was hired, and during the project the 
main architect, William Klemann passed away, so the assistant architect, Louis S. Kaplan 
took over the project becoming the lead architect. The War Memorial Building 
Commission evaluated final bids and awarded the general construction contract to the 
Karno-Smith Company of Trenton.(Soldiers and Sailors War Memorial Building, 
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Architectural Analysis and Preservation Report, Page A6-3). On July 17, 1930 ground was 
finally broken for the site. The cost of construction was estimated at $750,000 but rose to 
about $922,000. The city and county governments contributed $250,000 each (some 
sources note $235,000 each) by issuing bonds and as noted above the remainder was raised 
from public contributions.  
 
The Trenton War Memorial Opens 
January 19, 1932 was a special day. The War Memorial was officially dedicated to 
honor the lives of veterans from the area who fought in World War I. Governor A. Harry 
Moore was sworn into office there. The following year, a bill was passed to setup the 
partnership between the city and county government to finance the War Memorial.  
The space at the Trenton War Memorial featured a proscenium theater, a ballroom 
complete with a stage, a museum of War World I artifacts, and several meeting room 
spaces all of which are intact today. The War Memorial originally had 1,926 seats in the 
theater, a ballroom capacity of  700 and twelve private dressing rooms, the Veteran’s room 
(now known as the Turning Point Room) with the capacity of 500, twelve office rooms, 
two kitchens, fourteen telephones and sixteen sets of stairs. Over time, the number of seats 
in the theater decreased by a bit over 100 to 1,807 seats. The stage dimensions are noted to 
be 50ft wide by 26ft deep (smaller in depth than Princeton’s McCarter Theatre). In the 
lower level of the War Memorial, there is the museum exhibition space of artifacts that 
reflect the lives of these veterans and their experience fighting for this country.  Over the 
years, the Trenton War Memorial has been owned and operated by government officials. At 
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one point it was operated by the War Memorial Commission composed of both government 
officials and community members and is owned in part by the city and in part by the 
county. 
Performances Happen 
In 1933, legendary performances began to happen. On Feb. 5, 1933, Ignace 
Paderewski gave a piano recital of Liszt's Hungarian Rhapsody No. 10. Then he warmed 
the hearts of his Trenton hosts by proclaiming the auditorium as the most perfect in which 
he'd ever played.2 In that same year, Princeton University’s renowned student theater 
group, the Triangle Club presented their first show there called, “It’s the Valet.” The 
Triangle Club continued to present shows at the War Memorial through 1962. Additional 
renowned performances have included performances by John Legend, BB King, Louis 
Armstrong, Paul Robeson, Bruce Springsteen and a series of Tyler Perry’s plays. Presidents 
Eisenhower, Kennedy and Truman have spoke from the War Memorial steps. Performances 
not only included concerts, but plays, as well, including Broadway and Off-Broadway 
shows and shows by the top student theater companies of Princeton University and UPenn 
(Delany, 1962). 
         Early Management and Experiences  
During the 1930s until the 1960s, Charles Gaudette was appointed by the War 
Memorial Commission to be the superintendent in charge of the programming rentals and 
operations of the building. In 1938 the first Trenton High School graduation happened in 
the theater.  Trenton High School 1938 alumnus John Liwacz stated the following about his 
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memories of the War Memorial that day: “Here was a building that was so impressive in its 
beauty, stature and symbolism that is had to be the best thing to happen to Trenton...You 
went to get your picture taken there, standing on the steps, if you were a G.I. and were 
going to be sent overseas.” (Roth, 1998) 
The next two decades brought enjoyable experiences for all ages. Marian 
Anderson delighted the audience with a performance that was organized by the Trenton 
Civic and Community Concert Association on April 10, 1942. Two years later, in 1944, 
legendary playwright and actor Paul Robeson gave his acclaimed performance as Othello at 
the War Memorial Theater. Also in the 40s, the Trenton Police Department staged their 
annual charity fundraiser, "Anything May Happen." The presentation featured patrolmen 
and detectives dressed in drag, dancing in a chorus line and spritzing each other with 
seltzer water. 
In 1947, the operating budget for the War Memorial was about $34,000. The 
electrical bill for the War Memorial was very high. The building was designed to be heated 
by a steam pipe from the New Jersey State House.  
In the 1950s and 1960s, political campaigns viewed the War Memorial as an 
important stop. In 1952, President Dwight Eisenhower made his campaign speech there and 
later President Kennedy did as well. The great-granddaughter of James Kerney, Sally Lane, 
visited the War Memorial for the first time on St. Patrick's Day, 1955, when she was six 
years old. According to a Capital History’s archive, “She had no idea that her great-
grandfather, James Kerney, had helped erect the building. All she knew was that the 
featured performer, Roy Rogers, was the same famous, singing cowboy she watched on her 
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brand-new television set. Rogers didn't disappoint, as Lane later remembered, and neither 
did the War Memorial itself. ‘It was like walking into some palace,’ Lane said. ‘I would 
look up at the ceiling and see these tiles. It was a wonderful, intense blue’."(Blackwell, date 
unknown) 
Thirty Years of Performance and Beyond: 1960s and 1970s 
In 1962, the War Memorial celebrated 30 years of performances with a concert. It 
is noted that in this 30 year timespan from 1932-1962, the War Memorial hosted 18,941 
events for 3,826,323 people (Delany, 1962). In 1966, sustainability options were brought 
up by members of the commission who represented the county’s interests, with hopes that 
the War Memorial might become an arts center and be positioned to apply for federal funds 
and get a full season of arts programming going. (War Memorial to be Arts Center?, 1966). 
On October, 4, 1967 Arthur Smith, a member of the War Memorial Commission at that 
time, asked the county for $200,000 and asked the city for the same amount for 
improvements to the War Memorial building that included air conditioning and new 
lighting, electrical, sound and communications systems (War Memorial Seeks 400-Gs 
Improvements, 1967). The War Memorial continued to present acts, and in its history has 
hosted memorable events including political rallies by future presidents. Throughout the 
1960s and 1970s, several performances and civic events took place and in 1975, the famous 
Lincoln Theater Moller pipe organ was donated to the War Memorial. 
Trenton War Memorial Faces Deterioration 
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Figure 3: Sign on seat indicating the deteriorated condition, Trenton, NJ  
Despite the frequent performances, the building became deteriorated. Requests 
were put in for building upgrades and in 1980 air conditioning and new stage lighting was 
installed. However, in the early 1980s performances started to taper off and the average 
citizen viewed the War Memorial as a tomb, (a place empty without performances). 
Although there were a few performances, they were not as regular. These performances 
included a performance of the dance group the Annie’s which had 7,000 parents in 
attendance. Also during this time, the executive director of the Trenton War Memorial 
experimented with recruiting Christian rock and folk artists who would present concerts via 
rentals (Kinghorn, 1982). 
Pictures of the buildings decay continued to surface in the local papers. In 1981, 
Sally Lane, then a writer for a local paper, noted that customer service was becoming more 
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of an issue. She recommended a permanent signpost be established; rental contacts should 
be revised including to have the box office open throughout the day of a performance; 
promotional material should be required from promoters at least two weeks in advance, and 
that the War Memorial collaborate with local high schools to recruit their students as 
volunteer ushers (Lane, 1981). A year later, some of these issues were addressed as a 
campaign to restore the War Memorial kicked off with a fundraising event at the Soho 
Restaurant in 1982. Sixty donors provided a total of $6,824.32. The NJ Bell telephone 
company had their annual meeting there that year. In March 1982, Marcel Marceau 
performs “Bip Hunts Butterflies,” (Lane, 1982). In 1983 the renovation and restoration 
master plan process began. On March 8, 1983, legendary jazz artist Richie Cole performed 
to his hometown crowd on the War Memorial’s stage (Kinghorn, 1983). 
Trenton War Memorial Politics: City versus County 
In the 1970s and 1980s, the county and city governments begin to feud over who 
would run and pay for the War Memorial. In 1982, they agree to appoint a nine-member 
commission to run it.  In the mid 1980s, the city saw its portion of funding for the War 
Memorial a burden. In 1984, the then mayor of Trenton, Arthur Holland, went on record in 
favor of a state takeover. Two years later, the City Council voted to stop funding ($87,000) 
the War Memorial and to give full control of the War Memorial to Mercer County (Hooker, 
1986).  Operating costs for the year were $174,000, so this was half the cost (as the city and 
county were to split these costs evenly). The County Executive at the time, Bill Mathesius, 
expressed interest in the county gaining full control, but also wanted artistic control 
(looking to dismantle the War Memorial Commission) to pave way for a private sector 
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management company that was headquartered in New Orleans. New Orleans-based 
Facilities Management Group was the company the County Executive had in mind, but in 
order for this company to make the investment in managing the venue, this company  first 
wanted a commitment to be able to run the proposed Trenton civic center, that was planned 
at the time but never came to fruition.  Skip Cimino, then a Mercer County freeholder, 
mentioned that the Trenton City Council vote had blindsided county officials (Fromm, 
1987). 
Other Issues, Milestones and the Experiment of Broadway Theater 
In 1986, the Public Advocate’s Office sued the War Memorial Commission 
because the building was not wheelchair accessible. Also during 1986, the Broadway show 
Annie was presented, as was the play Brigadoon. Annie was a loss for the presenter, but the 
performances were well attended (Aubrey, 1986). George Zeinowitz of Z Signs in Trenton 
played bagpipe in the Brigadoon performance and shared fond memories of performing on 
the stage during that show (Zeinowitz, 2016). Tickets for these shows ranged from $16.50-
$26. In addition to growing in types of performances presented, the War Memorial in 1986 
capitalized on its historic status and applied to be formally listed on the National Register 
of Historic Places.  
The following year, on January 9, a few politicians began to strategize on how to 
approach the War Memorial situation. City Councilman James A. Waldron Jr. 
recommended a meeting to discuss all possible options and noted that emphasis should be 
on what the audience and renters wanted out of the building. He further noted that “we 
have a chance to reform this situation and preserve and protect a facility that benefits not 
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only Trenton but all of Mercer County.” (Waldron Seeks Joint Meeting Over War 
Memorial Building, 1987). 
That November, the court ruled that the City of Trenton was required to pay its 
$87,000 share, and both sides were advised to enter talks (Labig, 1987). December 10, 
Mayor Holland urged the Mercer County Freeholders to take over the War Memorial 
(Topel, 1987). County Executive Mathesius refused to sign an agreement since full control 
of the artistic work was not detailed (Mathesius, 1987). Mathesius presented a four-point 
plan for the takeover that included: an annual operations allocation of $375,000; dissolution 
of the commission and the creation of a new one; the continuation of a lobbying effort for 
renovation funds to the point of $10 million; and the eventual integration of the War 
Memorial into the state complex (Fromm, 1987).  
State Takeover 
Around the same time, Assemblyman Watson drafted a bill for state government 
takeover of the War Memorial and War Memorial commission member Edward Meara 
recommended a small group of local officials approach Governor Thomas Kean’s 
administration to gauge interest and see if they would be receptive to taking it over. The 
impetus may have very well been the New Jersey Symphony Orchestra, whose members 
were quite vocal about the building’s deterioration (Teti, 2016). Edward Meara, who was 
also the then executive director of the Mercer Chamber of Commerce, met with Governor 
Kean directly to discuss the building’s future. It is unclear whether other management 
options were discussed in these meetings, but it can be inferred that these meetings led to 
Governor Kean’s announcement the following January. Through additional research it was 
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discovered that the New Jersey Symphony Orchestra (NJSO) may have also led to the 
Governor’s interests in ownership and restoration of the War Memorial. One interviewee 
noted that members of the NJSO complained to him directly of the building deteriorated 
condition, prior to the announcement (Stoute, 2016).  
In December of 1987, the National Register of Historic Places listed the War 
Memorial, and a month earlier the New Jersey Registrar of Historic Places did as well 
(Roth, 1987).  
January 1988 brought the inauguration of the new governor, Thomas Kean.  Prior 
to the inauguration, Douglas Palmer, then a Mercer County Freeholder, expressed interest 
in putting a city allotment back into city budget (Topel, 1988). However, he needed votes. 
The Mercer County Executive was not on board and stated that such an action would result 
in a county tax hike. This could have possibly been a diversion, as the county executive 
may have looked forward to taking over the building, and with it, artistic control. 
On inauguration day, January 12, 1988, Governor Thomas Kean in his inaugural 
address urged the state of New Jersey to both own and operate the War Memorial. “I was 
standing in the back (of the building) a little while ago, looking around at this magnificent 
War Memorial,” he said. “Time hasn’t been kind to this building. Some of the seats, I 
noticed in the back need some work. The canopies are rusted a few other things. It’s really 
not the fitting way to preserve an auditorium where Presidents Truman, Eisenhower and 
Kennedy spoke, where pianists Paderewski played and even Rachmaninoff...I’d like to save 
these entities but we have to have the freedom to do it our way. A great state deserves a 
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great capital. I’ve said it before and a great capital deserves a handsome showcase.”3 This 
effort was hailed by both the Trenton mayor and the Mercer county executive (Wilson, 
1988). 
Trenton War Memorial Transitions to State Operation and Ownership 
In the days, weeks and months to come, the state scrambled to fulfill Governor 
Kean’s pledge to make the War Memorial part of the State House Complex and the offer to 
pay for the War Memorial’s refurbishment costs. 
Later that month on January 20, 1988, the City of Trenton officially approved the 
takeover and plans moved forward for a bill to be created that transferred the building to 
the State for $1. Mayor Holland was noted to have stated, “who else can pay for all three of 
the things that are needed: the $10 million restoration, maintenance of the building after the 
restoration and the staffing and promotion?” (Hooker, 1988). He further noted that 
operations costs rose that year to more than $208,000. 
Two months later, on March 16, 1988 the War Memorial takeover bill surprised 
city lawmakers. Two bills came up for the state to run the War Memorial. The first bill was 
the Watson and Stockman Bill and the second was Hardwick’s Bill. Both bills noted 
concerns about the creation of another commission and recommended that the commission 
be eliminated. The Hardwick bill further stated concerns about the name change to New 
Jersey Veterans’ Memorial. This name change did not happen. Prior to this name change, at 
one point, Judge James Kerney, a War Memorial Commission member, wanted the War 
Memorial’s name changed to the Peace Memorial. That too never happened.  Hardwick’s 
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bill also emphasized the role of Capital City Redevelopment Corporations could play in 
terms of operations (Herrick, 1988). During that same year, handicapped access was 
advanced at the War Memorial with the installation of an elevator and new bathrooms.  
On August 31, 1988 the War Memorial ownership transferred from the city and 
county governments to the state. This transfer of ownership was a lease agreement. The 
next day, Sept 1, 1988 Kean signed the bill for the takeover, pledging $3 million. When 
describing the War Memorial that day, he noted the following when referring to the War 
Memorial’s history, role in entertainment and civic life and even in diplomacy, ”It is a 
noble tribute to their patriotism, an edifice rich in history that has been designated as a 
national and state historic place...this building means more than history. It is living and 
vibrant home of art and culture that provides joy and beauty to thousands. Its stage has 
brought wonderful productions of music, dance and drama including everything from ballet 
to Bill Cosby, from Dr. Seuss to Frank Sinatra. In bringing the Kirov Ballet, the War 
Memorial has even played a role in U.S. - Soviet relations (Herrick, (2) 1988).” 
Following his speech, the Treasurer’s office was assigned to do a report within six 
months to recommend best uses for the building and capital improvements to the structure. 
An independent consultant who later became the Assistant Secretary of Treasury for the 
State of New Jersey, Allison Harris, produced a business plan recommending that a 
nonprofit entity be created to run the programming and operations. Renovations were also 
recommended.  
Artistic Control without an Artistic Mission: 
  Early on, artistic control was under the authority of a commission.  The 
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commission was also responsible for raising funds to help support the venue.  After 
reviewing articles in the Trentonian archives, one could infer that the acts presented did not 
seem to have an artistic agenda, rather they were presented primarily due to hopes that they 
would result in financial success. In 1989, the state acquired ownership of the building and 
with their investment in ownership, complete artistic control was transferred from the War 
Memorial to the State government (Bilotti 1988).  When the State government gained 
ownership, it promised to pay $3,000,000 a year to operate and overhaul the building to the 
point where it would be restored to its original beauty (Bilotti 1988). The commission was 
essentially dismantled (Bilotti 1988).  
Renovations and a Hotel? 
In 1990, Pam Wanner became the General Manager. That year, the War Memorial 
repaired the elevator, but other renovations did not happen until a few years later. In the 
mid to late 1990s, the Palmer administration pushed for a hotel adjacent to the War 
Memorial. Feasibility studies done by companies proved the hotel not to be economically 
viable. It was constructed and opened anyway. The first company to operate the hotel was 
the Marriott. They did not offer guests a government rate, although state government 
employees make up the majority of Trenton’s work force. During this push for the hotel, 
renovations at the War Memorial were underway. As a result, the 1997-1998 master plan of 
the City of Trenton featured the War Memorial as a central part of the plan and a key asset.  
  The promised facelift began under Gov. Christie Todd Whitman's watch in 1994. 
This was when the funding appropriation for the restoration was passed. Metal furnishings 
were buffed, frayed electric wires were replaced, and faded colors were restored. The huge 
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bronze eagle perching above the piazza from a 150-foot flagpole was taken down and 
polished. The building was closed partially for the renovation (Roth, 1998). 
From 1994 to 1999, the restoration and renovation project took place. “The 
objective of this project was to renovate and historically restore the War Memorial as a 
multi-use auditorium and performing arts center. All the major interior and exterior work 
was completed in 1998 and a Temporary Certificate of Occupancy was issued that 
December (Roth, 1998).”  
The total cost of the renovations, according to the NJ Building Authority, was 
$33,586,014.4 It is important to note that the cost was originally projected to be $42 
million, so there were some renovations (including the maintenance of the outdoor 
fountain) that were cut to make the $33.6 million budget. However, it is unclear whether 
this was the actual number, as an interviewee noted that $10,000,000 of the $33,586,014 
may have been in fact allocated to the State Capital Dome renovation (Ehman, 2016). Two 
years later, performers were brought in for their input regarding the restoration project (at 
the halfway point). Some might say better late than never. In 1998, Don Ehman became the 
general manager. He oversaw the majority of renovations.  
Trenton War Memorial Reopens 
“The Authority overseeing the renovations sponsored ‘hard hat" concert was the 
first concert held in the refurbished theater. Craftsmen, their families and all who assisted 
in completing the renovation of the War Memorial were invited to attend this free concert.  
The Governor's State of the State message was held in mid-January 1999 after which the 
                                               
4 http://www.state.nj.us/njba/Report/Historic.pdf#page=7 
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building was rededicated to all war veterans (Perkiss, 2003).” Two months later, on March 
7, 1999, the War Memorial reopened with the War Memorial Rededication Concert led by 
the Greater Trenton Symphony Orchestra (GTSO) (Trenton War Memorial Rededication 
Concert program, 1999). At this time the symphony had 799 subscribers (1998-1999) who 
made annual contributions of $25. Their member benefits included a 20-percent discount 
on GTSO concert tickets, seat reservations, invitations to special events and advance notice 
of concerts. In terms of institutional support, the symphony received $75K from the Alice 
P. Kuser Trust Fund, $25 K to 50K from the New Jersey State Council on the Arts, State 
Street Square (in kind) and Times of Trenton (in kind), and $5 to 10K from the Governor’s 
Tennis Fund. Charmaine Freund, the daughter of War Memorial architect Louis Kaplan, 
toured the newly reopened building and when her father passed away, his memorial fund 
was dedicated to the Trenton War Memorial. This memorial fund kickstarted the “Kaplan 
Series,” a series of intimate concerts with the audience on the stage, presented at the 
Trenton War Memorial.  
In December 1999, Trenton-based Passage Theater presented their show ”Gifts of 
the Magi” in the War Memorial ballroom. Tickets were $35. Also, in 1999 the Bolshoi 
ballet was presented and an official from USSR Ministry of Culture was noted to have 
stated that “Not only have we been able to see major cities but also where the real 
Americans live, like Trenton.” (Perkiss, 2003) 
A year or so later, the War Memorial presented more acts than McCarter Theatre. 
In the words of Dan Bauer, the then Director of public relations at McCarter, “Use of the 
War Memorial also was more than the 1,100 seat McCarter Theatre in Princeton Borough, 
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which had 49 events in the 2000-2001 season, 52 events in the 2001-2002 season and 60 
last season.” In that same article, an arts leader questioned the operations model of the War 
Memorial and noted, “If you’re a not-for-profit, it’s a lot easier to go solicit corporate and 
foundation donations,” and recommended that the War Memorial becoming a non profit 
entity was the best strategy in moving forward (Perkiss, 2003).  
Additional Building Repairs  
  In early 2001; an additional balcony railing was added in the auditorium as 
requested by the New Jersey Building Authority Board for public safety. Later that year, 
the Building Authority approved sound and lighting upgrades for the theater. The first set 
of design plans were developed by February of 2003. Plan modifications continued through 
the year and addressed issues related to the safeguarding of seating areas already compliant 
with the Americans with Disabilities Act (ADA) and to keep this seating available for use 
during construction of the new sound monitoring and mixing stations. By March 2004, the 
plans were approved and included new a new sound system throughout the theater, a 
permanent in-house sound-mixing station, and a system to control lighting from both the 
balcony and stage areas. Rewiring for the new sound and light systems began in July 2004 
and the entire project was completed by end of October 2004. 
Trenton War Memorial Financial Issues 
During the 2002-2003 season, the War Memorial ran a $450,000 deficit. From 
1999 to 2003, the state invested $2.4 million into the War Memorial’s operations. In 2003, 
the McGreevey administration initially allocated $535,000 to the state budget for the War 
Memorial, but later froze the funds to help close other state government budget deficits. 
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Since the re-opening, the War Memorial is noted to have struggled in attracting audiences 
to the facility and making it pay for itself. However, this is an issue faced by PACs 
throughout the country making earned revenue and contributed income to be the vital 
streams to subsidize the cost. It is important to note that this deficit was occurring due to 
agreements made with presenters; even shows that did well were not providing a return to 
the War Memorial. It was at this point the War Memorial staff proposed a bill to be passed 
to provide the War Memorial with presenting authority. It is noted that when Blue’s Clues 
was presented, $250,000 was earned in ticket sales and the War Memorial did not receive 
any of that, not even a penny (Perkiss, 2003).  
Presenting Authority Increases Revenue 
The first show that was presented in partnership with a promoter was Jackson 
Browne. Tickets were $37.50 and half the tickets sold out in the first week. With the new 
presenting law in place, the War Memorial staff also received $250,000 as seed money to 
start presenting the shows. However, soon after, the budget allocated from the state 
government significantly decreased. As a result, rental rates were increased to make up for 
this shortfall (Perkiss, 2003). This increase included a higher fee for rehearsals and new 
charges for lighting, audio equipment and security. For the Boheme Opera, the cost of 
having performances held at the War Memorial jumped from $12,000 per week to $21,000 
per week.  
The 2004-2005 program brochure noted that the theater at the time was home to 
the Greater Trenton Symphony Orchestra (GTSO), the New Jersey Symphony Orchestra 
(NJSO), Boheme Opera New Jersey, the Garden State Theatre Organ Society and the 
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American Repertory Ballet (ARB). Performances that season included Joy Behar, Peter 
Nero and the Philly Pops, Blues Clues, the Bacon Brothers Band, Second City Comedy, 
and Itzhak Perlman, in addition to several acoustic performances and performances by the 
resident companies. That season the War Memorial sent out email blasts that notified 
people of recently booked events and “on sale” dates. The program also noted donations 
could be made out to the The Kaplan Fund/War Memorial to support the Kaplan series and 
to inquire about and suggested audience members consider giving to the newly created 
Patriot’s Theater Foundation. It further noted efforts to restore the historic Moeller theater 
organ. State government officials at this time were running into many bureaucratic issues.  
Creation of Patriot’s Theater Foundation Increases Programming and Education 
In 2004, the Patriot’s Theater Foundation was created to be a more autonomous 
nonprofit entity that supported both presenting and arts education initiatives.  The mission 
of the foundation was to present a broad range of cultural experiences for the communities 
served and develop audiences for the future. Through partnerships with the Trenton public 
schools and charter school students, the War Memorial Patriots Theater Foundation aimed 
to provide performance experiences for every student in the Trenton schools. There were 
27 shows, including local jazz and rock vocalist Daniela Cotton, as well as a Dora the 
Explorer Live! Show, and other performances featuring the New Jersey Symphony 
Orchestra (NJSO), Trenton Education Dance Institute (TEDI), BB King, Jungle Jack 
Hanna, ARB’s Cinderella, Boheme Opera’s Susannah, George Carlin, Kingdom of Swing 
Big Band and the Nobodies of Comedy. Tickets were available for purchase Monday 
through Friday from 10 a.m. to 6 p.m. and Saturday from 10 a.m. to 2 p.m., and two hours 
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before all show times in person, by phone and online via tickets.com. 
The fiscal year 2005 budget included an appropriation to the Division of the State 
Museum within the Department of State of $250,000 for operational expenses for the War 
Memorial and an operational grant of $800,000 to satisfy the State’s contractual obligation 
to the Marriott Corporation in relation to the public and private partnership with the War 
Memorial (at the time it was the sole contractor for catering, it is unclear what else this 
agreement included) (Office of Legislative Services, New Jersey Legislature, 2004).  
In 2007, the War Memorial celebrated its 75th anniversary. Patti Labelle 
performed, as did Judy Collins, Dave Brubeck, and the Philadelphia Orchestra, in addition 
to the usual performances presented by resident companies and acoustic musicians. Later 
that year, the Patriot’s Theatre Foundation provided transportation for Trenton students to 
experience performances and also added event study guides and educational performing 
arts programming. One such performance included hip hop violinists “Nuttin but Strings.” 
Funders for the foundation that year included the Curtis McGraw Foundation, the Susan N. 
Wilson Foundation and the Geltzer Family Foundation.  
For the 2008 season, programming expanded to incorporate new genres as “Cirque 
Birdhouse Factory” was presented and “African Footprint” (a performance of music and 
dance reflecting South Africa’s history).  Also presented were the “Temptations” along 
with the Kaplan series that features acoustic musicians. Resident companies also performed 
and there was a performance of “Benjamin Britten War Requiem” by Pro Musica.  
Internal Tension, Rental Rates Increase and a Park? 
In 2008, there was tension that mounted over the years between the leader of the 
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War Memorial and state officials. Archival research appears to suggest that the executive 
director stepped down due to this tension. Rental rates were nearly doubled overnight and 
the operating budget to present and operate was significantly reduced. The master plan to 
develop “Capital Park” was completed. This plan included a significant portion of parking 
for the War Memorial being turned into a park. The plan to create a park had the aim of 
creating a more inviting waterfront area in Trenton, but in the end did not get the funding it 
needed to come to fruition. However, part of the War Memorial parking lot was covered 
with dirt and grass in the process and remains that way to this day  
Operating Too Burdensome: State Seeks Private Sector Entity, Programming Continues 
It can be inferred that, in time the task of owning and operating the Trenton War 
Memorial became burdensome to the state and the state published a request for information 
(RFI) to seek bids from the private sector to manage the venue (NJ Privatization Tax Force 
2010). 
  From 2009 to 2010, the state convened a privatization task force. The task force 
report was published in May of 2010. It included a line item that noted that the State 
government intent to offload the expense of the War Memorial to a private sector entity, 
possibly saving the state $800,000 per year.   
The 2009-2010 season featured Cirque Shanghai Bai Xi, George Clinton and 
Parliament Funkadelic, CSI: Live, Handel’s Messiah, Broadway singers, acoustic 
musicians and resident companies. A jazz series was presented in the ballroom. The 
daughter of jazz legend Dizzy Gillespie was set to perform. Her husband died in a freak 
flight accident the day prior to her scheduled performance. She canceled the performance. 
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The then interim executive director was later told that would be the last concert the state 
presented (Nutter, 2016).  On February 22, 2011 the governor’s fiscal year 2012 budget 
was published. In the budget summary it is noted that “an estimated $750,000 will be saved 
by replacing current staff with a private promoter/operator at the Veterans Memorial Arts 
Center and that the name change from War Memorial to Veterans Memorial Arts Center 
was recommended (Office of Management and Budget, State of New Jersey, 2011, 24). 
In 2011, a request for information was published to solicit interest from the private 
sector. Two private sector entities attended the mandatory meeting for bidders. These 
entities were the hotel next store to the War Memorial and Comcast Spectacor (the entity 
that runs the Sun Bank Arena in Trenton).  
In 2012, the request for proposals was published. The hotel did not apply, instead 
Meridian, the labor supply company that provided custodial union labor applied along with 
Comcast Spectacor. In the proposal submitted by Comcast Spectacor, the Trenton War 
Memorial was referred to as a potential “b” stage that would present a lower level of acts 
than those presented at the Sun Bank Arena. Comcast Spectacor had the experience and 
won the bid. The company entered into negotiations with the state and requested to be paid 
at least $1 million a year to run the War Memorial (the same level subsidy that the county 
was paying them to run the Sun Bank Arena). The state replied that there was a zero line 
item in budget, as the state’s intent was to offload the expense of $800,000, not step it up to 
$1 million or more. This agreement never came to fruition, and the War Memorial remains 
a rental facility owned and operated by the State Government of New Jersey, within the 
State Museum and the operations structure of the Department of State. 
